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Abstract
Police services across Canada have been criticized for years surrounding their lack of equity,
diversity and inclusion of females within their respective organizations. The problem of practice
(PoP) addressed in this organizational improvement plan (OIP), analyzes and focuses on the lack
of female recruits applying to Service X. A gap and PESTE analysis identified three main areas
of focus to effect organizational change associated to this organizational improvement plan.
Recruitment and a need for examining the fitness testing of the constable selection system along
with implementing advance/proactive recruitment interventions. Organizational culture and a
plan for implementing a robust training approach along with resources for police officers to
increase their knowledge and awareness, directed towards mitigating systemic gender inequality
traditionally found in the culture of policing. Finally leadership, the aforementioned change areas
shall be propelled through the appropriate leadership approaches of transformational and
team/collective leadership. The former, to challenge the status quo and address higher-level
needs, while the latter encourages collaboration and building commitment. A reinvestment of
several personnel including officer and civilian support, throughout the organization while
aligned with its new 2021 – 2024 strategic business plan objectives, provides a more effective
and efficient approach to ensure oversight and accountability measures are in place to facilitate
increasing and supporting females within Service X.

Keywords: organizational change, systemic gender inequality, organizational culture,
police culture, transformational leadership, collective/team leadership, recruitment
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Executive Summary
This Organizational Improvement Plan (OIP) focuses on a specific Problem of Practice
(PoP) that is currently being faced by many police services across Canada: the lack of female
recruits applying to the policing profession and specifically Service X, which is classified as a
medium sized police service in the province of Ontario. Historically as well as currently, females
have always been underrepresented in the policing profession, and Service X is no exception.
This underrepresentation is experienced throughout the entire organization including community
general patrol, specialty units and all ranks. This is further exacerbated given the fact that
Service X has the second lowest proportion of female officers (15%) and one of the lowest
representation (0%) at the senior officer ranks (Inspector and above) in the province. Whether
police services still have systemic gender biases, barriers or they lack proper training and
resources, the recent public/media attention, and acknowledgement (Canadian Association of
Chiefs of Police and Ontario Association of Chiefs of Police) of this issue, demonstrates the
immediate need for action and reform by police services and the profession as a whole.
Beginning with the organizational context in Chapter 1, an examination of official
statistics reveals the difficulties that police services and specifically Service X have had in
recruiting females into the policing profession. Delving deep into the historical context of
policing, it is still traditionally a male dominated profession in a patriarchal structure.
Subsequently, deep systemic barriers, biases and gender stereotypes have been weaved into the
fabric of the cultural DNA. An analysis between the current state and the preferred future state
of Service X recognizes and identifies the gap. In order to achieve this preferred future state, the
organizational improvement plan further examines possible solutions with a proposed selected
solution addressing both recruiting and organizational cultural change. Being particularly
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conservative and traditional, Service X will face unique challenges when attempting to alleviate
aforementioned barriers and implement change, but it can be accomplished through a
combination of transformational and team/collective leadership as outlined in this organizational
improvement plan.
In Chapter 2, I examine and offer a series for change drawn from both management and
organizational culture specialists such as Cawsey, Deszca and Ingols (2016), Nadler and
Tushman (1989), Kotter (2007), Bolman and Deal (2017) and Schein (2017). Framing this
reactive, strategic change through a Blended Change Framework (BCF) consisting of the Change
Path Model and Kotter’s 8 Step Process allows for a non-linear format, providing a more holistic
and flexible approach to increase the likelihood of successful organizational improvement and
change. The combined steps provided in the BCF demonstrates the importance of initially
creating a sense of urgency to further awaken the membership to the legitimate seriousness
surrounding this issue. The framework then leverages assets and mobilizes members and systems
towards inspiring a new-shared strategic vision for the organization. Acceleration then empowers
members from a multi-sectoral approach used to effect change, while highlighting departmental
short-term wins and further facilitating the initiative to maintain momentum. Finally, the
framework ensures that the change is institutionalized and embedded throughout the organization
for a long term.
In Chapter 3, I provide a concrete and sound implementation plan predicated on the
organizational change research. I further recognize that without proper communication,
monitoring and evaluation, this OIP would be unsuccessful. The plan is specific to Service X and
aligns with the organizations new strategic business plan and objectives. The proposed selected
solution requires additional resources and a change to the current recruiting process along with
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the creation and development of a Project Implementation Team (PIT) and Equity, Diversity,
Inclusion Coordinator (EDIC) as outlined in the implementation plan. This plan further takes into
consideration, personnel, actionable items, time and multiple stakeholder input and reactions in
undertaking such a major initiative.
The final components consist of monitoring and evaluation as well as a communication
plan. The former allows for progress measurement and by using both quantitative and qualitative
measurements, baseline data is obtained during the planning phases and then continuously
compared and analyzed to ongoing data collected in order to track and measure changes. The use
of course evaluations, feedback surveys, training records, performance appraisals and quarterly
PIT reports will ensure accountability and a fulsome report on the success of the change
initiative. The communication plan is a critical component of this OIP aiming to increase
awareness and keeping all internal and external stakeholders informed of the change progress
throughout its duration. This will be accomplished through multiple communication strategies to
the entire organization including executive command staff and the police services board to
ensure transparency and maintain support momentum.
This organizational improvement plan provides an opportunity to not only increase
gender equity, diversity and inclusion, but address and mitigate the systemic patriarchal nature of
the policing profession. As outlined in this plan and further stipulated in the strategic business
plan for Service X, enhancement of our reputation will be accomplished by investing in
leadership, recruitment and relationships.
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Definitions
Service X

The police service of study within this OIP.

Blended Change
Framework
Collective/Team
Leadership
CommunityBased Policing

A conceptual model that combines the Change Path Model (Cawsey et
al. 2016) and Kotter’s Eight Step Process (Kotter, 2007).
An approach to leadership that supports collaboration within a team
and fosters creativity and innovation (Gotsis & Grimani, 2016).
A model and philosophy that promotes a partnership between the
people of a community and their police service (Whitelaw & Parent,
2014).
This is a proposed new position within Service X and is one of the
selected interventions for initiating some of the changes stemming
from this OIP.
This is a selected intervention for initiating change stemming from this
OIP that recommends using a Fitness Log and Daily Journal for
recruitment purposes.
Equitable or fair representation of people of different genders.
A philosophical worldview that postulates the social world cannot be
understood in the same way as the natural and physical worlds, but
instead seeks to understand people in the social situation under study
(Tsoukas & Knudsen, 2013).
Categorized as Level 5 within Bennett’s Hierarchy for Evaluation
Model (Bennett, 1975). KASA is abbreviation for knowledge,
attitudes, skills and aspirations.
A proposed team consisting of five key internal stakeholders chosen
for their experience, organizational position and demonstrated
commitment in addressing the issues associated to this OIP.
An organization’s (Service X) strategy or direction for making
decisions on allocating its operational and administrative resources for
service enhancements and organizational improvement.
Systemic gender discrimination refers to policies or practices that
appear to be neutral on their surface but that may have discriminatory
effects on individuals based on one or more Code grounds, which in
this case is gender (Ontario Human Rights Commission, n.d.).
A cultural bond that officers share for emotional and physical support.
Terms such as brotherhood, thin blue line, and blue code of silence are
common illustrations. (Paoline, 2014).
A leadership approach that sets out to inspire and empower followers
while nurturing them towards completing change (Bass, 1990; Kouzes
& Posner, 2007).

Equity, Diversity
and Inclusion
Coordinator
Fitness
Evaluation
Change
Gender Diversity
Interpretive
Paradigm

KASA Change

Project
Implementation
Team
Service X
Strategic Plan
Systemic gender
discrimination

Traditional police
culture
Transformational
Leadership
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Chapter 1 – Introduction and Problem
This Organizational Improvement Plan (OIP) endeavors to examine the
underrepresentation of female officers throughout Service X, including within general patrol,
specialty units and all ranks. Through an investigation of organizational history and context, we
learn about the unique challenges associated to systemic gender discrimination historically found
within the traditional policing culture. Further contained within Chapter 1 we look at how this
affects recruitment, equity, diversity and inclusion.
Although much has changed over the last couple of decades, women are still a vastly
underrepresented group within the profession of policing. Like many other police services in
Canada and specifically Ontario, Service X is making a concerted effort to recruit more females
into their ranks. Despite those efforts, the gender composition of Service X has remained
relatively static with women only representing 15% of sworn officer positions (Statistics Canada,
2018).
Equity, Diversity and Inclusion have all become focal points for the new generational
cohorts, society and the profession of policing. The emergence of Black Lives Matter, De-fund
policing, #MeToo and the acknowledgement by police leaders that systemic racism exists in
policing, although it is broader than just any one profession and exists at a societal level, have all
contributed towards a recognition of the need for reform. All of these issues are areas of concern,
however in order to keep within the scope of this organizational improvement plan for Service X,
the challenges associated to gender diversity and inclusion will be examined. More specifically,
systemic barriers, gender stereotypes and biases will be addressed; including possible
interventions to mitigate these matters through the subconcepts of Leadership, Recruitment and
Organizational Culture.
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All of the above is compounded with the emerging challenge in police services across
Ontario having to face shortages of quality recruits. Currently, police services are experiencing
retirements from both the Baby Boomer generation and Generation X cohorts resulting in a
significant loss of organizational knowledge and expertise (Wilson, 2012). This conundrum is
being experienced at Service X with above average retirements over the last couple of years, and
more to come over the next few. Historically, Service X would experience 2-4 retirements of
sworn officers on an annual basis. The past year (2019) saw 12 retirements of sworn officers
with an additional 8–10 expected each year, in 2020 and 2021. Resulting in a 4% reduction of
staff (total staff for Service X = 250 members, both sworn officers and civilian support)
annually. This is further exacerbated when all police services are attempting to recruit for gender
equality and enhance gender inclusivity at all ranks.
Organizational History
This Organizational Improvement Plan focuses on what can be described as a medium
size police (greater then 100, less then 500 members) service located in Ontario. There were five
police services in the former municipality, including the Ontario Provincial Police, who had
jurisdiction over the majority of the rural area. The four municipal police services completed
their amalgamation and a staged takeover of the provincial police jurisdictions occurred
culminating January 1, 1999.
As a municipal/regional police service it is comprised of 165 sworn members (uniform
and plain-clothes officers), 65 civilian support members (emergency dispatchers, records, courts,
IT services etc...) and 25 auxiliary volunteer members. Two Associations, the Junior and Senior
Officer Police Associations (Unions) represent these members. The latter (Senior) represents
three Inspectors, while all other ranks are represented by the Junior Officer Police Association
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excluding the Deputy Chief and Chief who are both contractual positions. With an operating
budget of approximately $32 million dollars. Service X has one general headquarters, which is
centrally located with four satellite offices located in the north and southern portions of the
municipality. Service X strives to ensure a safe and positive work environment for all its
members, while being committed to offering the public compassion for all in need. It further
remains committed to being fair, equitable and impartial at all times ([Organization], 2018).
Organizational Context
Service X is a municipal police service that is directly accountable to a local Police
Services Board (PSB), which provides civilian oversight and governance. This PSB is made up
of five members, which consists of two provincial appointees and three municipal appointees.
Two of the three municipal appointees are from municipal council and the third is a person
appointed by resolution of the council who is neither a member of the council nor an employee
of the municipality (Ceyssens & Childs, 2017).
Leadership and decision-making within Service X is impacted by both internal and
external influences. The latter has a political element; however, many of the stakeholders have a
vested interest and support attracting more women to the policing profession. Programs, capital
projects, operations, initiatives, recruitment, succession planning and interventions should align
with the three-year Strategic Plan developed for Service X. Suffice it to say, these are all
monitored for progress by the PSB, whom I have to report to on a monthly basis. In order to
maintain funding for any of the aforementioned, progress and improvements must be evident.
Objectives and priority setting are also influenced by both political and social demands of the
public who reside within the municipality. Subsequently, due to the political and social
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influences placed upon Service X, transparency, accountability, equality and open
communication are top priorities for the police service. ([Organization], 2018).
Organizational Mission, Vision and Values
The organization’s 2018 – 2020 Strategic Plan provides a strong commitment to
increasing overall community safety and well-being. It further provides a framework in
continuing to build community partnerships while professing to take a holistic approach towards
joint problem solving with their community stakeholders. The Strategic Plan outlines the
organizational focus for a three-year timeframe, which includes the following three pillars of
commitment: Increasing Road Safety, Mitigating Property Crime and Improving Outcomes with
Mental Health Issues ([Organization], 2018).
As with any police service the mission, vision and values are clearly defined in their
respective Strategic Plans and Annual Reports. While the values dictate that their members are
dedicated to open communication within their organization and with their community while
remaining fair, equitable and impartial at all times ([Organization], 2018).
While continuously striving to uphold the organizations mission, vision and values, the
Strategic Plan for Service X is in need of improvement. This is rather timely as I and senior
officers are currently working on developing the next Strategic Plan for Service X, covering a
four-year time period from 2021 – 2024. The strategical priorities for Service X will consist of
four priorities: A. Mitigate Complex Social Trends, B. Build Capacity for Technology in a
Changing World, C. Healthy Workforce, and D. Enhance our Reputation by investing in
Leadership, Recruitment and Relationships. The last two pillars (C & D) will be examined in
greater detail in addressing and implementing interventions to increase gender diversity and
inclusion for this organizational improvement plan.
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Organizational Structure and Leadership
Service X and the policing profession is traditionally and historically a paramilitary
organization, which is a bureaucratic organization that has incorporated the classical
management theory as prescribed under the structural theoretical framework. This is further
depicted in the classical hierarchal organizational chart of Service X illustrated in Appendix A.
The Chief of Police, who is the highest-ranking officer and is appointed on a contractual basis by
the Police Services Board, oversees the organization. Service X is comprised of three Branches
(Operational Support, Community Patrol and Administrative Support) with each one directed by
an Inspector. Within each of these branches are all the specialty units that are overseen by either
Sergeants or Staff Sergeants.
The collective or democratic leadership styles are not ones, which have been earnestly or
eagerly accepted by the historically bureaucratic, paramilitary policing profession. While the
chain of command is vitally necessary in the emergencies faced by police services, such as major
crimes and emergency tactical interventions where a quick, unchallenged decision must be made,
the often day-to-day situations and duties are being placed in the hands of the individual officer.
These officers are in essence by de facto, leaders and must be part of the decision-making in
developing the future organizational culture, composition and direction for Service X. According
to Grogan and Shakeshaft (2013), “Collective leadership suggests that leadership is relational:
the group as a whole is a leader just as members within the group can be leaders within the
group” (p. 114).
Due to these, traditional systemic barrier’s found in policing, there is still a propensity for
the autocratic and transactional leadership practices within this profession. The above noted
leadership style is not conducive with current generational cohorts and other styles must be
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considered in order to attract recruits from said cohorts and implement organizational change.
Transitioning from the paramilitary traditional model of policing to a more community-based
strategic policing model will assist in shifting the police role from less masculine to more
androgynous in nature, attracting recruits (specifically female) who possess the more communal
characteristics such as, a concern for others, sensitivity, helpfulness, cooperation, greater
communication and interpersonal skills. A blending of leadership approaches such as
transformational and collective, which emphasis equality, collaboration, integrity, empowerment,
distribution and are congruent with the aforementioned characteristics, will be required to change
the organizational culture. In order to empower officers to embrace this change, Northouse
(2019), addressed how transformational leaders, “…attempt to raise the consciousness in
individuals and to get them to transcend their own self-interests for the sake of others” (p. 177).
These leadership approaches will be required to assist in developing and implementing
interventions towards enhancing gender diversity and inclusivity at Service X.
Leadership Position and Lens Statement
As the Chief of Police for Service X, I am responsible to lead, administer and direct the
organization containing both its sworn and civilian staff support members, recognizing the
legislated roles governed by the Ontario Police Services Act, which regulates all police services
in the province of Ontario. I am further accountable to the Police Services Board (PSB), which
provides civilian oversight and governance to Service X. Recognizing the legislated roles of the
Board and the Chief, I further act as a conduit of information and communication with the PSB
to assist them in developing and implementing their direction in respect to goals, priorities and
objectives associated to their four year Strategic/Business Plan.
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I establish and maintain relationships with the community that will foster partnerships,
engagement and mobilization of citizens, thereby ensuring the ongoing trust and confidence of
the community in their Police Service. In congruence with the Strategic Plan, I provide vision
and a sense of purpose to the front-line staff, who face the daily challenge of providing policing
services of varied facets to both rural and urban communities within a large and diverse
geographical area policed by Service X.
In addition, and more germane to this OIP, I must be prepared to provide inspirational
leadership for both the operations and administration of Service X, while leading organizational
change in a rapidly evolving social and economic climate. This is partially completed by
enacting strategic management practices to prepare the organization and its membership for
future policing trends and emerging best practices.
Although this might fall under the scope of influence for the Chief of Police, I recognize
that a holistic and collaborative approach will be required by all members of Service X in order
to address the challenges associated to this Problem of Practice (PoP). The time parameters
placed upon this OIP should be feasible for proposed interventions, which fall under recruitment
and leadership. However, a change in culture, as stated by Dudar et al. (2017), “Unlike many
programmatic changes, culture changes do not come with reference manuals or guidelines, but
require significant philosophical shifts in thinking and behaving” (p. 174). To this end, more
time will be required. In addition, cultural change also requires a variety of leadership
approaches to be effective.
Transformational Leadership
A blend of different leadership styles is conducive for any leader because as a leader, you
absolutely have to know the people you are working with if you want them to buy-in to where
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you want the organization to go. This requires a sincere caring for the people you work with. I
have often professed that, “People don’t care how much you know, until they know how much
you care”. Although my positional authority (Chief of Police) affords me the opportunity to lead
from a top-down position, a draconian or authoritarian leadership approach is incongruent with
both my personal leadership style and philosophical position.
During my career, I have personally gravitated towards transformational leaders and so, it
is no surprise that my leadership practice exhibits components of transformational leadership.
The question begs, what are these components and how do they relate to my personal leadership
practice?
It is ironic that the word transformational is derived from the word “transformare - which
means to change in form, nature or function, to change in character or condition” (Wikipedia,
2020). This is mentioned because at the heart of transformational leadership is the commitment
of a leader(s) to make change and if required, according to Kouzes and Posner (2007), “question
the status quo” (p. 185). Several components of transformational leadership and scholarly
authors who provide further insight into the intricacies and components of said leadership style,
will be examined in greater detail in Chapter 2. One of the key elements associated to
transformational leadership is about adapting change and will be instrumental in developing this
OIP.
Collective/Team Leadership
Foundational to my profession and on a more micro level, over the last 26 years of
policing, I have had the privilege to work and lead in many areas of policing and on many
specialty teams. These teams and the projects tasked (homicides, drug operations, internal
affairs, barricaded hostage situations etc.) to said teams, could only be accomplished by building
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rapports and emotional relationships with team members, which were developed over time and
through the terms of trust provided by the dynamics of the team.
Complex problems do not have straightforward answers, leaders do not necessarily have
all the answers and they achieve nothing by usurping their positional authority to dictate what
should be done. According to Flynn and Herrington (2015), “Complex problems call for true
leadership, which might be defined as using one’s ability to influence groups and systems to
address complex needs” (p. 3). Subsequently, team leadership, which is very similar to the
concepts of distributive, shared, democratic, collective, collaborative and emergent leadership
theories (Bolden, 2011), provides the best approach. This will further be elaborated upon in
Chapter 2.
Philosophical Lens
During this entire program and the progressive development associated with each course,
I have sought to ensure that the philosophical beliefs that underpin my PoP and leadership styles
are both defensible and align with a consistent epistemological and ontological viewpoint. From
an epistemological viewpoint, I support and have adopted antipositivism, appreciating that the,
“social world cannot be understood in the same way as the natural and physical worlds, this
requires understanding how groups and individuals within them, develop, express and
communicate meaning” (Tsoukas & Knudsen, 2005, pp. 65 – 66). This philosophical positioning
affords me a sense of hope that change will be possible through a collaborative interrogation of
socially constructed meaning, which further connects to the team, collective and transformational
leadership approaches practiced and espoused by me for this OIP.
Given the sensitivity of my PoP and the subjective and inter-subjective experience of
individuals, which creates their social reality, the interpretative paradigm is a most appropriate
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fit. At the heart of this paradigm, it is human-centered and as humans, we construct society
through the multiple ways we make sense of what is happening around us. It recognizes that
understanding social process requires suspending oneself into another person’s shoes to view the
world through their lens, as they generate it. According to Putman (1983), “Human processes
constitute structures and these created patterns reflect back upon dynamic social relationships”
(p. 36). This framework will be most applicable as I proceed to recognize, identify and
acknowledge barriers including the subjective meanings interpreted by the female recruit, which
are contained within the organizational culture, symbolism and aesthetics found in Service X.
Leadership Problem of Practice
I have the privilege of being the First Vice President for the Ontario Association of
Chiefs of Police (OACP), where several discussions have transpired surrounding the reduction in
quantity of quality applicants for all police services in Ontario. Many large Canadian police
agencies are understaffed and some are going as far as resorting to “poaching” qualified
experienced officers in order to fill their depleted ranks. As stated by the Globe and Mail in
2018, “The soon-to-be RCMP Commissioner Lucki has spent the past 18 months heading the
force’s training academy in Regina, where she has been increasing the output of police-cadet
graduates. Yet with the Mounties still mired in a staffing crunch, police officers are feared to be
leaving the RCMP’s oversubscribed ranks faster than the force can replenish them” (Freeze,
2018). In another news release, Chief Rod Knecht of the Edmonton Police Service stated, “I
think we became a little arrogant, we made the assumption that everybody wants to become a
police officer” (CBC, 2015).
Both these police leaders candidly reflected on the task of recruiting for police officers in
a country where millennials and Gen Z, the two largest growing labour pools, have no interest in
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policing or a declining interest in comparison to previous generations. This fact is further
aggravated when police services are drawing from the same pool and attempting to reflect the
diversity of the communities they serve. An examination of official statistics reveals the
difficulties that police services and specifically Service X have had in recruiting females into the
policing profession. Subsequently, the PoP I am attempting to solve, addresses the lack of female
recruits applying to the policing profession at Service X in Ontario, Canada.
Current vs. Future Organizational State
Examining both the national and provincial levels in 2018, women accounted for 22% of
all sworn officers. Women represented 15% of senior officers (In ascending order - Inspector,
Superintendent, Deputy Chief and Chief) in 2018—the highest proportion ever recorded—
compared with 7% in 2007 and less than 1% in 1986. Provincially, women accounted for 14% of
senior officers in 2018, a 4% increase since 2013. However, in 2018 Service X had one of the
lowest proportions of female officers reported, including at the senior officer ranks (Statistics
Canada, 2018). This remains the same for 2020.
The gap between where the organization currently operates and the future desired state
where Service X meets or exceeds the provincial and national levels of female officers, clearly
demonstrates a need for improvement. As a progressive police service which publicly asserts
being fair, equitable and promoting teamwork ([Organization], 2018), the lack of female officers
identifies a gap for Service X in both equally representing the community it serves and gender
parity in the law enforcement profession. This vision for change comes at a challenging time
when police services are under the microscope and urged to enhance their efforts in respect to
racial and gender equity.
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Framing the Problem of Practice
My PoP can be framed through various theories and frameworks. That being said, of
particular importance for the matter under research, one must examine the historical context,
organizational view of the issue and lastly some of the past and more recent media attention. By
framing the problem of practice through these lenses, will undoubtedly provide a greater
understanding of the concern and further validation for this organizational improvement plan.
Finally, as I stated earlier, problems are increasingly complex, subsequently the interpretation of
a problem from various perspectives allows applicable factors to emerge and materialize. This
can influence the course of action and possible interventions in addressing this PoP. As a result,
the PoP will be examined through a political, economic, social, technological and environmental
(PESTE) analysis, in order to provide additional considerations. The PESTE analysis provides a
framework or guide to analyse the key factors such as political, economic, social, technological
and environmental elements influencing an organization (Service X) from the outside. It will
afford me a professional insight into the external factors affecting my organization. This will be
explained in greater detail on the following pages.
Historical/Theoretical Context
Policing is historically a paramilitary organization and as such, it is a bureaucratic
organization that has incorporated the classical management theory as prescribed under the
functionalist paradigm and structural theoretical framework. Due to the inherent risks of police
work, police personnel are at high risk of exposure to traumatic events. Most of the issues dealt
with, have a legal risk attached to all parties involved. As a result, my profession, and rightfully
so, is extremely regulated by policy and procedures as well as legislation including both
provincial and federal statutes. This is necessary to ensure a rational, legal and consistent system,
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however, as cited in Morgan (2006), “In this regard it is significant that the classical theorists
gave relatively little attention to the human aspects of organization” (p. 22).
My organization and profession are very much a part of the structural theoretical frame,
and in my opinion, has and continues to be a professional bureaucracy as outlined by Morgan
(2006), “This has proved an appropriate structure for universities, hospitals, and other
professional organizations…” (p. 50). Having said that, to view my PoP through this lens lacks
the human element and understanding of human behaviour or organizational culture influenced
by one’s personal perspective, experience, memories, etc., which are all instrumental in
addressing this PoP.
As stated above, while examining the policing profession, one must appreciate that it has
traditionally been a male dominated profession in a patriarchal society. Besides the obvious
human resource challenges associated to replenishing the officers of the Service in question due
to natural attrition, the problem in its simplest form surrounds gender diversity and the fact that
there are still deep systemic barriers, gender stereotypes and biases that have been weaved into
the fabric of the policing profession. To this end, gender diversity must be defined in the context
of this OIP. Wikipedia defines gender diversity as, “Equitable or fair representation of people of
different genders. It most commonly refers to an equitable ratio of men and women, but may also
include people of non-binary genders” (Wikipedia, 2020). However, Akanksha et al. (2017)
define it as, “Gender diversity is creating awareness and understanding the importance of gender
identity. Treating men and women equally at the workplace is known as gender diversity at
workforce it adds value to the company’s bottom line where different opinion and ideas are
generated” (p. 33).
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Finally, from a historical context, we must recognize that policing is a public sector
profession that should strive to be representative of the community it serves. As Sir Robert Peel
(father of community policing) put it, “The police are the public and the public are the police; the
police being only members of the public who are paid to give full time attention to duties which
are incumbent on every citizen in the interests of community welfare and existence” (Lentz &
Chaires, 2007, p. 73). Having said that and on a more positive note, as cited by Chen (2015),
“Although policing is traditionally a male dominated occupation, the number of female police
officers has increased in recent years” (p. 2). Subsequently, there is still more work to be
accomplished in this area.
Recent Societal Attention
While there has been a heightened awareness of the challenges associated to the policing
profession in regards to systemic racism and de-funding police, the issues surrounding systemic
barriers, gender stereotypes and biases in respect to females are still ever present in the
profession and at the forefront of societal attention. The #MeToo movement has served to hold
certain men accountable for their inappropriate or illegal behaviours towards women, while
national and international news still post articles of present female officers and the current issues
they still face today.
A few examples of these recent articles included one from the Windsor Star entitled,
“Windsor Police Chief ensures recommendations in OCPC report to be implemented in a year”
(Waddell, 2020). In this particular report, Chief Mizuno addresses the 37 recommendations
provided by the Ontario Civilian Police Commission (OCPC), which originated from a 2018
investigation where the OCPC received five complaints from members of the Windsor Police
Service. To ensure anonymity and protect confidentiality, the complainants are referred to as,
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“A”, “B”, “C”, “D” and “E.” These complaints raised issues about how the service treated them,
as well as larger systemic issues. Chief Mizuno noted that 13 of the 37 recommendations touched
on the issues of diversity, equity and promotion, which further included improving the number of
women in the service. (Waddell, 2020).
A final example originates from CBC news and is titled, “It's time to start having open
conversations: women in policing workshop hopes to break barriers” (CBC, 2019). Retired
Inspector Tammy Fryer was the coordinator of these workshops, which occurred in February
2019, and a second in February 2020. I attended the last one, where participants engaged with
executive men in policing to discuss gender norms, stereotypes, unconscious bias, power,
privilege and “ally ship” to better understand ourselves and the challenges associated to females
in recruitment, promotion and retention. The workshop touched on many salient points, but what
resonated with me and is most germane to this OIP, was Inspector Fryer’s comment, “Women
want to be treated equally and the more women see women in policing, the more women will
want to join the force” (CBC, 2019). Suffice it to say, we must continue to tear down these
systemic barriers and pursue a more gender-neutral approach within the policing profession.
PESTE Analysis
Cawsey et al. (2016), PESTE analysis provides me an opportunity to consider other
external factors, which can affect Service X’s ability to respond to a particular issue and
ultimately shape or bare upon the PoP. It analyzes external politics, economics, social,
technological and environmental factors that effect and influence the context of an organization.
(Cawsey et al., 2016).
In most professions, there is an element of politics, and policing is no different. I believe
Bolman and Deal (2013) stated it best, “If political pressures on goals are visible in the private
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sector, they are blatant in the public arena” (p. 193). In respect to my PoP, there are many
political elements, which have a vested interest and support attracting more females to the
policing profession. These include the PSB, Community Stakeholders, Councilors and many of
the constituents they represent. Subsequently, there is both political and public pressure to ensure
that police services reflect the diversity of the communities they serve (Whitelaw & Parent,
2014). In conclusion and most applicable for this external factor, according to Boleman and Deal
(2013), “The question is not whether organizations are political, but what kind of politics they
will encompass” (p. 222).
Continuing with the next external factor, economically police services are funded through
their respective municipalities. All public services are under budgetary constraints and pressures.
Policing is no different. The challenge for the policing profession is to meet growing public
expectations when it comes to policing services, meet the requirements made on us by
governments, and deliver services in a manner, which ensures available resources are used
effectively and as efficiently as possible. To this end, I have successfully developed and
presented to Municipal Council annual budgets for Service X over the past 7 years, which have
all passed.
During the course of this program, I have updated the PSB with Board reports, which
have contained financial implications for potential interventions and strategies developed during
the progression of this OIP. This will include costs associated to additional training, recruitment,
benefits and programs in order to enhance gender diversity. To date, the PSB has supported the
projected additional financial pressures this will incur.
The social and environmental external factors are quite prevalent and as stated earlier;
primarily revolve around the issues surrounding Equity, Diversity and Inclusion (EDI), which
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have all become concerns for society and the policing sector. Advocate groups such as Black
Lives Matter, Assembly of First Nations and #MeToo place further pressures on government and
police services for the need to examine potential reform.
Finally, the examination of technological external factors such as innovation and
technology are key platforms to achieve enhanced community safety, but also to assist in better
understanding of where, how and why equity, diversity and other disparities exist.
I suggest there are still those officers who believe that female officers cannot physically deal
with some of the more volatile encounters in the profession. Some of these officers “generalize”
and according to Koenig, “Tend to find evidence from the past that supports our views today and
discount or ignore research and opinions to the contrary” (Koenig, 2018, p.75).
Historically, officers only had three use of force options accessible to gain compliance of
an actively resistant or combative assailant. These were a firearm, baton and physical control.
Through the advancements in technology and innovation, non-lethal use of force options have
afforded officers additional choices including, pepper spray, Taser, beanbag, Bola Wrap restraint
gun and enhanced de-escalation communication techniques. These options have reduced the need
for physical control and the stereotypical large male recruit “of yesterday” to work in this
profession. Over time, the external factor of technological change will further diminish this myth
and bias associated to the traditional “Hollywood Bravado” projected on the television.
During the course of this analysis, a limitation associated to the PESTE is the fact that
many of the variables in each component are dynamic and can change quickly due to both
internal and external unknowns. An example is the quick onset of a worldwide pandemic that has
had additional costs not originally budgeted for. Subsequently, this process has to be conducted
regularly (annually would be best) in order for it to be effective and often organizations do not
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make this investment. Having said that, the PESTE analysis has provided invaluable insight into
these external driving factors. No doubt, it will require police leadership to examine areas of
recruitment, training, organizational culture and oversight in order to mitigate and eliminate
implicit biases, remove systemic barriers, gender stereotypes and to promote the advancement of
equality, diversity and inclusivity within all policing institutions.
Guiding Questions Emerging from the PoP
Several questions, concerns and challenges often arise when one is attempting to address
such a complex issue as presented in this PoP. The challenges and opportunities can often
intersect, providing both contributing phenomena and potential lines of inquiry. I have indicated
that in developing this OIP, three main components for change and effective strategies will be
examined. These consist of Recruitment, Organizational Culture and Leadership, which are
further depicted in Appendix B illustrating the authors Concept Map that provides a roadmap of
guidance for this OIP. To that end, the guiding questions should align or overlap with the above
stated components.
The next steps towards developing the OIP in recruiting and maximizing gender diversity
and inclusion within Service X will require system, information, education, awareness, attitude
and thinking changes. The last two, time alone may assist, but time is a slow and costly change
agent. As we know, many of the barriers, biases and gender stereotypes are systemic and deeply
rooted in the organizational culture.
As a result, in examining contributing phenomena and lines of inquiry, the first guiding
questions deal with organizational culture. What exactly are the traditional barriers, biases and
gender stereotypes, which have historically inhibited or deterred females to the policing
profession? What are internal and external factors influencing the shape of cultural change in
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policing? According to Starheim (2019), “We can talk about this as a policing problem, but this
is an endemic problem in our society” (p. 4). This will further examine how additional ‘societal
change’ is required to mitigate some of these barriers faced by women in policing.
Police services including Service X, must be willing to transform their recruitment
strategies in order to solve the issue of attracting the newer generation and specifically the
female gender contained within these new generational cohorts. Subsequently, my additional
guiding questions address recruitment. What effective recruitment strategies could Service X
utilize to attract female applicants to the policing profession? How can we make the policing
profession more enticing to women? Conversely, why do women decide not to become police
officers?
Finally, as a leader in Service X, I appreciate and recognize that leadership within the
organization must model the way and be supportive and caring in order to break the barriers,
biases and gender stereotypes associated to this PoP. As a result, the final question I would pose
deals with leadership. What leadership approach is most applicable and congruent in addressing
this PoP within Service X?
Although not a guiding question but certainly a challenge that must be taken into
consideration, is the highly public media attention gender diversity and gender equality attracts
to the policing profession. The pressures of social media have forced many police services to
respond and reform, but changes of this nature will not occur over night, they will take time and
resources. Having said that, this challenge (media) can become an opportunity and a tool to be
used for advanced/proactive recruitment.
Based upon the aforementioned guiding questions, challenges and opportunities, the PSB
of Service X and I must take into consideration to confirm that all interventions/solutions are
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realistic, affordable, measurable, lawful and sustainable over time to ensure actual application
and maintainability. Many of these factors, especially measurement of the impacts surrounding
potential proposed changes, might facilitate in turning opponents of these change initiatives into
proponents.
Leadership-Focused Vision for Change
A major component of this OIP will be to complete a gap analysis, comparing the current
state of Service X to the desired future state. This will assist in defining our current reality and
pinpointing gaps, so that they may be mitigated and a target established for our Service towards
achieving our desired future state. In reflecting upon the current state, one must appreciate that
women did not create the barriers, biases or gender stereotypes they currently face in policing
and they will not resolve them alone. Proceeding forward a multitude of interventions, as well as
both internal/external allies and appropriate leadership will be required. Leadership with a
focused vison for change.
Current State
As stated earlier, the present state of Service X is emblematic of currently being well
below both the provincial and federal averages of female officers according to Statistics Canada.
This extends not only at the Constable, Sergeant and Staff Sergeant ranks, but also through to the
Commissioned or Senior Officer Ranks, including Deputy Chief and Chief. The latter point is
further exacerbated, given the fact that Service X has never in its history, had a female hold the
rank of a Commissioned/Senior Officer (In ascending order - Inspector, Superintendent, Deputy
Chief or Chief).
This alone is problematic, but is further compounded with issues surrounding gender
equality and diversity in certain specialty units. For example, Service X has never had a female
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officer in the Traffic Unit, Mobile Crisis Team or Internet Child Exploitation Unit (ICE). There
has only been one female (not currently) who was a member of our Critical Incident Response
Team (CIRT), or more commonly known in the United States as SWAT.
These issues are indicative of the current state of Service X surrounding this PoP.
Although there are equal opportunities for women to apply for movement both vertically and
laterally within Service X, it is not occurring to the degree it should. As a leader, I must ask
myself “why” that is the case, and can we mitigate this issue?
Desired Future State
The preferred future state of Service X will see the mitigation of traditional and historic
systemic barriers, biases and gender stereotypes. The organizational culture, while implementing
advance/proactive recruitment interventions, propelled by appropriate leadership approaches,
should provide a future desired state. This desired future state would be emblematic of Service X
meeting or exceeding the provincial and national levels of female officers. The current lack of
female officers identifies a gap for Service X in both equally representing the community it
serves and gender parity within the law enforcement profession.
Towards attaining this desired future state, I examined both the Ontario Police Services
Act (PSA), which governs and regulates all police services within the province of Ontario, as
well as the Ontario Human Rights Code, which prohibits actions that discriminate against people
based on a protected ground in a protected area. The former remains rather silent and gender
neutral in prescribing the criteria for hiring under Section 43. Although, early human rights case
law established that traditional physical requirements based on height and weight contravened
human rights legislation (Ceyssens & Childs, 2017). Physical fitness evaluations currently in
practice today will be discussed in greater depth under possible solutions. The latter piece of
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provincial legislation (Human Rights Code) does address gender and under Employment Section
5 (1), it states:
Every person has a right to equal treatment with respect to employment without
discrimination because of race, ancestry, place of origin, colour, ethnic origin,
citizenship, creed, sex, sexual orientation, gender identity, gender expression, age, record
of offences, marital status, family status or disability. (Human Rights Code, R.S.O. 1990)
Gender viewed through this critical lens does address sex, gender identity and gender expression
as a prohibited ground, subsequently preventing discrimination based on gender. This assists, but
does not guarantee equitable and fair representation in respect to people of different genders.
This leadership-focused vision for change will see females as the primary beneficiaries of
intentional implementation surrounding organizational approaches driven by the need to promote
gender equity, diversity and inclusion. However, the overall development of personnel in this
area will organizationally develop Service X. Studies demonstrate that gender diversity increases
innovation and decision-making. As stated by Northouse (2019), “…it can also contribute to
more ethical, productive, innovative and financially successful organizations that demonstrate
higher levels of collective intelligence and are less rife with conflict” (p. 414). The latter points
further go towards reducing public complaints and increasing public trust and police legitimacy
for Service X.
Priorities for Change
Two immediate priorities for change exist, as this leadership-focused vision for change is
enacted. The first surrounds leadership and specifically senior leadership within Service X. In
order to successfully initiate an organization wide change of this magnitude throughout Service
X, it is imperative that transformational leaders or more precisely change leaders are identified
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within the organization. These champions of change must appreciate that current programs,
policies and overall culture require interrogation. Through the use of current empirical data
(Statistics Canada), recent social media attention, results from public survey surrounding
development of new strategic plan and education, creating a sense of legitimate urgency
surrounding this issue should not be difficult. According to Cawsey et al. (2016), “Once change
leaders understand the need for change, they can take different approaches to heighten awareness
of the need throughout the organization” (p. 112). This will stimulate discussion about gender
issues and provide a more holistic approach to addressing the PoP.
The second priority recognizes that a large component of this OIP will be directed
towards training, education and resources. In order to abolish gender stereotypes, biases and
barriers requires educating and raising awareness of one’s own judgements, attitudes and
predispositions, which one may possess intrinsically or have developed throughout their own
experiences.
Official training for both our Recruitment Unit and all staff can be provided on one of our
annual In-Service Training days. Currently, all officers receive discrimination training when they
attend the Ontario Police College for their Basic Constable Training program; however,
mandatory annual refresher training surrounding diversity, ethics and cultural awareness must be
developed and implemented. All members, but particularly recruiters need to be proficient in
Service X recruitment needs, career opportunities and benefits. By providing learning centred
training on cultural and gender awareness, members will be able to better understand themselves
and those around them in respect to gender norms, stereotypes and unconscious biases. Providing
all members of Service X with appropriate awareness training and informative resources will
help towards changing organizational culture and recruitment. Associated to their work in
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respect to changing organizational culture, Pascaris et al. (2008), posit, “Successful
organizational change requires a combination of leadership initiative, support and action for
change together with staff training to develop new knowledge and enhanced competencies”
(p. 50).
Change Drivers
An important element of this paper is to ensure that any model/tool chosen is congruent
with one’s organizational framework, theoretical lens and leadership approaches. It is for these
reasons, I immediately gravitated towards force field analysis integrated with Kurt Lewin’s 3step change theory or sometimes referred to as CATS – changing as three steps (Cummings et
al., 2016). A key element of this force field analysis is to identify important variables involved in
the change process and identify the major driving and restraining forces (Phillips, 2013). The
status quo or equilibrium will change by either strengthening the driving forces (change drivers)
or weakening the restraining forces. As a result, this provides a model for considering the change
drivers that may be pulling or pushing the organization forward in respect to gender awareness,
and the forces that might serve to act as potential roadblocks in addressing this matter.
Change drivers can include both components that either facilitate the implementation of
change or those that necessitate the need for change (Whelan-Berry & Somerville, 2010).
Several change drivers contribute to the creation of any organization and there can be both
internal and external pressures. Commencing with the internal pressures, I would refer back to
probably the most important internal change driver being leadership. For change to be
successfully implemented within Service X, communication must be clear and continual. It must
start at the top, which places the onus on me to initiate. I do have the capability to leverage
resources and stakeholder contacts from multiple internal areas of the organization, but also from
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external ones, which can further assist by imparting and applying their knowledge and resources
towards gender awareness.
Such modeling on the part of the service’s leadership informs officers and civilian
support staff that change and quality improvement efforts are not just another “adequacy
standard” or governmental policy printed in a nice pamphlet or book, and then placed on a shelf,
but that Service X is serious about improvement and change. The necessity of such visual actions
on the part of leadership within Service X is vital in order to achieve “buy in” from the front-line
officers and ultimately institutionalizing the organizational change.
Further internal change drivers that will be instrumental include the PSB, who provides
civilian oversight and governance to Service X. Their recognition of the current gap in gender
diversity is of equal concern for them, as there is a political element associated to it as well. In
addition, both the Junior and Senior Officer Police Associations (Unions) have been consulted
and share the same concerns with the issues surrounding gender awareness involving their
membership. Finally, although not currently operational within Service X, a proposed
intervention will be the creation of an Equity, Diversity and Inclusion Coordinator (EDIC). The
committee members input will not only act as a change driver for this PoP, but said members of
this committee will increase internal awareness, impress and make a difference in enhancing
community trust while creating a corporate culture that is fair, supportive and inclusive.
Finally, several external change drivers must be taken into consideration as many of their
organizational interests align with this PoP towards enhancing gender equality and diversity.
Community stakeholders such as Municipal Council, the Women’s Centre, Victim Services,
Sexual Assault Crisis Centre, Ontario Women in Law Enforcement, Ontario Association of
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Chiefs of Police and local School Boards to name but a few, all have a vested interest and
support both gender equality and diversity.
In effecting organizational change, Bolman and Deal (2013) stressed the importance of
networking and coalitions by stating, “Managers often fail to get things done because they rely
too much on reason and too little on relationships” (p. 212). The networking and building of
coalitions have always been an important element of policing in order to increase community
safety and well-being; it is part of the DNA associated to the Community-Based Strategic
Policing model. Suffice it to say, these community partnerships will further augment this vision
for change but also assist in the reform and “organizational legitimacy” in respect to this reform.
The expert knowledge and participation of community stakeholders provide to the OIP, an
increase in confidence and transparency for Service X.
All of the aforementioned bodies guided by the appropriate leadership approaches will be
instrumental in collaborating to support the development and implementation of possible
interventions associated to this OIP. Combined with the priorities for change, these change
drivers will further facilitate transitioning from the current state, to the future desired state.
Organizational Change Readiness
Organizational readiness for change is a critical precursor for any organizational change
implementation. There are certainly many models and tools available to effect change
implementation and two of them (Change Path Model and Kotter’s Eight Stage Process) will be
examined in greater depth later in Chapter 2. The previous paragraphs reviewed both priorities
for change and change drivers. The latter component is certainly one necessary factor in
understanding if Service X is ready for change, but other elements such as motivation and
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preparation must be taken into consideration. To this end, I shall examine the works of Cawsey
et al. (2016), and Holt et al. (2007), in respect to organizational change readiness.
The latter posits that readiness is probably the most important factor to take into
consideration when assessing if an individual is prepared to support any change initiatives. Holt
et al. (2007), define readiness as, “…the extent to which an individual or individuals are
cognitively and emotionally inclined to accept, embrace, and adopt a particular plan to
purposefully alter the status quo” (p. 235). Their analysis indicated five influential readiness
factors that they labelled as, “self-efficacy, personal valence, senior leader support,
organizational valence and discrepancy” (Holt et al., 2007, p. 237).
Self-Efficacy
In applying these readiness factors, it is important to appreciate that although the primary
objective of this OIP is to increase and support female recruits applying to Service X, an equally
important objective in accomplishing this is to affect change in the policing culture. This can be
the most difficult and complex challenge associated to this OIP. As noted by Dudar et al. (2017),
“...so culture change may be the most challenging because it involves changing people…”
(p. 174). Subsequently, in examining the first readiness factor of self-efficacy or confidence in
ability to implement change (Holt et al., 2007), I do believe that Service X has all the resources
to provide its members with the appropriate training and education through conferences,
symposiums and other learning opportunities. This along with proposed solutions/interventions
and proper tools to implement change, will remain a priority for us in order to increase
membership confidence. However, cultural change is a slow change driver and to this end, both
time and leadership that embraces diverging viewpoints will be required.
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Personal Valence
The second readiness factor of personal valence or confidence in knowing that the change
will help the members individually (Holt et al., 2007), can be evaluated and addressed through
both quantitative and qualitative means. Gender diversity will increase both police legitimacy
and public trust, which will assist towards decreasing public complaints. In addition, communityoriented policing will increase which will further enhance community mobilization and
community engagement. These two components assist the front-line officer in crime prevention,
education and enforcement. Ultimately, increasing the effectiveness of their investigations by
saving time and reducing calls for service. This further enhances status and creditability in the
communities we serve.
Senior Leader Support
The third readiness factor surrounds senior leader support in respect to organizational
change (Holt et al., 2007). As stated earlier, ensuring both key stakeholders and leaders within
Service X are supportive of the change initiative is crucial in encouraging the rank and file to
accept, understand and adopt the proposed interventions and solutions. It is incumbent upon
current leadership (within Service X) to be progressive and cognizant of the fact that gender
diversity allows for unique and different perspectives at the table, it further enhances the
expansion of ideas and behaviours beyond the group and as Koenig (2018) indicated, “Strong
and Weak Ties can help prevent the emergence of groupthink” (p. 96). Current leadership
recognizes that corrective action is required to break the cycle of groupthink bias and the
perceived tradition of the “Old Boys Network” within the profession and Service X.
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Organizational Valence
The fourth readiness factor deals with organizational valence or the fact that members
need to believe that the change is the right thing to do, leading to long-term benefits for the
organization (Holt et al., 2007). Recent action by the media and advocacy groups surrounding
systemic racism, sexual harassment, excessive use of force and gender inequality within the
policing profession, will assist in membership recognizing that the traditional model of policing
requires reform.
Through education and resources provided during mandatory In-Service training,
members will become knowledgeable of barriers, biases and gender stereotypes still encountered
by women today. Through empirical data provided by our Crime Analyst, members will be
apprised that within Service X, 93% of public complaints received by the Service are in respect
to male officers. In addition, males comprise 96% of the number of incidents requiring a Use of
Force report, due to the application of force in effecting an arrest ([Organization], 2020). The
more communal characteristics associated to females (Northouse, 2019) and Community-Based
Strategic policing, should assist in reducing the statistics provided above and subsequent longterm benefits for Service X.
Discrepancy
The fifth and probably most important readiness factor for an organization in preparing to
accept and implement organizational change is the theme of discrepancy or the fact that a need
for change must be demonstrated (Holt et al., 2007). A distinct gap between the current state and
the future desired state can be identified through the empirical data provided by Statistics,
Canada. This exhibits the underrepresentation of females in Service X, in comparison to both the
provincial and national levels. This reduced gender diversity is present at all ranks throughout
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the organization and is further identified through previously mentioned media reports. The
sharing of this information through training and our future strategic plan, will increase
organizational awareness and demonstrate a compelling case surrounding the need for change,
which in turn will intensify organizational readiness.
Questionnaire
As a final tool to gauge the organizational readiness for change at Service X, I used the
Cawsey et al.’s (2016), Rate the Organization’s Readiness for Change questionnaire (see
Appendix C). This questionnaire captures elements, which assists the change leader in assessing
an organizations readiness for change. This tool uses a numeric score to evaluate the
organizational readiness with a higher score correlating to a higher degree of organizational
readiness for change. The tools scoring matrix can range from -10 to +35.
In completing this questionnaire, Service X scored a rather high 28 out of 35, suggesting
that Service X is prepared for change. The obvious weakness connected to this tool is the
subjectivity associated to the device, based upon the perception of the evaluator using it. That
being said, I had the Deputy Chief of Service X complete the questionnaire, which resulted in a
score of 27 out of 35. Once again, there is a degree of subjectivity and bias, as he too is a senior
leader within Service X.
Despite the subjectivity of this questionnaire, the score analysis can provide further
insight into areas that require strengthening in order to improve readiness. Service X’s areas of
strength included executive support, credible leadership and change champions, as well as
rewards for change and measures for change. Two areas where improvement could be
strengthened were previous change experiences and openness to change. The latter is directly
related to a required improvement for more effective communication channels moving upwards.
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A concerted effort to increase communication medians will mitigate this issue while facilitating
the acceptance and comprehension associated to the organizational change and envisioned future
state. Suffice it to say, the results from Cawsey et al.’s (2016) Organizational Readiness for
Change questionnaire demonstrates that Service X is positioned to move forward with proposed
changes. The need for change has been identified via the gap between the current state and the
desired future state. Structures and resources will be deployed to support the change and this will
increase individual confidence and the state of organizational readiness.
Chapter 1 Conclusion
Chapter one of this Organizational Improvement Plan has provided an introduction and
comprehensive overview of an issue or a Problem of Practice that is currently being confronted
by all police services in Ontario. The problem in its simplest form surrounds gender diversity and
the fact that as much as systemic racism exists, so does systemic gender inequality. Whether this
is a result of deep systemic barriers, stereotypes, biases or a lack of proper training, resources
and recruiting, the public attention and government validation, all demonstrate the need for
reform and immediate action by the policing profession and in this particular case, Service X.
Increasing and supporting females within the policing profession needs to improve and as a
police leader in Service X, I must confront the fact that our police service needs to better reflect
our community as we head into the third decade of the 21st century. Historically, being a colonial
male dominated profession, Service X will face challenges when implementing this change
however, it can be accomplished through transformational and collective/team leadership. In
addition, the analysis conducted in this Chapter surrounding organizational change readiness
further demonstrated Service X being positioned for change. All of this will require additional
planning and development, which will form the focus of Chapter 2.
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Chapter 2 – Planning and Development
Chapter 2 of this OIP shall begin by discussing and examining how transformational and
collective leadership approaches will facilitate the change initiative forward in addressing the
problem of practice for Service X. It will further provide a framework for leading the change
process, which includes an open system, reactive, strategic change enabled through the blending
of both the Change Path Model and Kotter’s 8 Step Process for leading change. This combining
of frameworks for leading the change process will be referred to as the ‘Blended Change
Framework’ or (BCF). Using Nadler and Tushman’s (1989) Congruence Model, a critical
organizational analysis will be completed towards diagnosing the relevant changes. A robust
narrative will evaluate four viable solutions/interventions for this problem of practice, including
resources required for each. Finally, leadership ethics and potential organizational change issues
will be discussed in association to this OIP.
Leadership Approaches
In developing this OIP and viewing my PoP through the interpretive paradigm, it is
imperative to use leadership approaches that are congruent with the aforementioned. The
leadership approaches selected were transformational and collective/team leadership. These two
leadership approaches, support a unified commitment and collaborative approach to
organizational change and setting direction. (Northouse, 2019; Shields, 2010). Both Authentic
and Servant Leadership approaches were considered prior to selecting the two aforementioned.
The issues identified with these two approaches surrounded concerns with effectively leading
millennials for Authentic Leadership and too broad of a theoretical framework for Servant
Leadership. Subsequently, these leadership approaches would not be as congruent in addressing
my OIP and the central tenets associated to recruitment and cultural change, as the two selected.
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Transformational Leadership
Leadership is about influence and as stated by Northouse (2019), “…transformational
leadership is the process whereby a person engages with others and creates a connection that
raises the level of motivation and morality in both the leader and follower” (p. 164). It sets out to
inspire and empower followers while nurturing them towards and ultimately in completing
change. (Bass, 1990; Kouzes & Posner, 2007; Northouse, 2019). It further provides a reassuring
environment in which individual needs are supported (Bass & Riggio, 2006).
Shields on the other hand, indicates that the key values associated to a transformational
leader are, “liberty, justice and equality” (Shields, 2010, p. 563). Finally, Caldwell et al. (2011)
state, “Leaders who incorporate principles of transformational leadership that benefit the
organization, its individual members, and society will be perceived as more ethical and more
trustworthy leaders who are not perceived as transformational” (p. 177). By educating, the
members of Service X in respect to the moral and ethical needs associated to these initiatives will
further motivate them to go beyond the demands of the new changes (Bass 1990; Bass & Avolio,
1994; Bass & Riggio, 2006; Northouse, 2019). To this end, the transformational leader fosters a
transformational culture that nurtures shared norms, which adapt to and change with the culture
(Bass & Riggio, 2006). It will further increase their valence, which in turn increases employee
championing behaviour, an effective supportive behaviour for effecting organizational change
(Faupel & Süß, 2019). These cited transformational components and the intentional integration
of transformational leadership theory will be required and supports the collective vision to
enhance gender diversity, organizational cultural change and mitigate systemic barriers.
According to Northouse (2019), “Transformational leaders set out to empower followers
and nurture them in change” (p. 175). Bennis and Nanus (1985, as cited in Northouse, 2019)

34
further amplified this when they spoke about the four common strategies used by leaders in
transforming organizations. In addition, van der Voet (2016) stated, “A high degree of
supervisors’ transformational style will strengthen the positive relationship between change
leadership and the degree of employee participation” (p. 670).
Organizational change will be required in order to mitigate the issues surrounding gender
equality and diversity, while supporting and enhancing recruitment of females in policing. This
will include the revisit of policies/procedures and processes already in place at Service X. It will
further require additional training and resources. An important element of this change initiative is
to ensure that the members of Service X fully understand the reasoning behind the changes.
People can and are usually resistant to change, however the real selling point for me in respect to
the utilization of transformational leadership is cited in Northouse (2019), “It can be used in
recruitment, selection and promotion and training and development” (p.180). Subsequently,
transformational leadership is one of the best leadership approaches in developing an OIP to
address the challenges associated to this PoP.
Bass & Riggio, describe the four components of transformational leadership as Idealized
Influence (II), Inspirational Motivation (IM), Intellectual Stimulation (IS) and Individualized
Consideration (IC) (2006). Stein (2020) illustrates the successful application of these four
components used by a teacher on her students, which he refers to as, “Transformational
leadership in action” (pp. 80-81). Although all four components are equally important, I believe
IM and IS are of particular importance in developing this OIP. In examining these two
components Bass & Riggio (2006) posit that transformational leaders will raise the awareness of
their followers and the importance of the group goals while, “team spirit is aroused” (p. 6).
Further, in facilitating intellectual stimulation (Bass & Avolio, 1994; Bass & Riggio, 2006),
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transformational leadership will assist in developing interventions for Service X in achieving the
desired future state.
As a transformational leader, I aspire to be inspirational while engaging followers and
becoming a “change champion”, proposing to use Service X as a venue for the purposes of
advancing gender equity, diversity and inclusivity, as the status quo will not suffice. I have often
professed that if you are not delivering change you are managing, not leading. That being said,
my core values manifest in my actions, demonstrating that I support and try to embody
organizational values which are further congruent with transformational leader values such as
honesty, forward-looking (progressive), inspiring, competent and possessing a legitimate care for
people (Kouzes & Posner, 2007). As a result, by utilizing transformational leadership qualities,
traits and characteristics, I will develop and increase relationships with many of the members in
Service X who will further provide support for the organizational change. According to Islam et
al. (2021), “Because of the positive influence of trust transfers transformational leadership
quality to enhance employee level of championing behaviour during organizational change”
(p.101).
Collective/Team Leadership
Another leadership approach examined and previously discussed in Chapter 1 that I will
use in implementing change is collective leadership, or sometimes referred to as team leadership.
Collective leadership may broaden the decision-making process, which might not otherwise exist
in a paramilitary hierarchal organization, as found within the policing profession (Aime et al.,
2014; Bennett et al., 2003). Collective leadership enables fostering collaboration within a team,
and by the leader strengthening his/her followers through lateral decision-making. In respect to
myself, what was (and to a certain degree still is) difficult for me in transitioning and moving up
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through the ranks to a leadership position, was realizing that the hard work was not really in
doing the job, but learning to let go. It has been argued that the leader centric approach, which
provided order and control throughout the past centuries, is no longer a fit for today’s needs and
purposes, including being congruent with the newer generational cohorts. Service X is a
multigenerational organization and the newer generations will be instrumental in developing and
fostering organizational change. According to Bolden (2011), “…increasing global
interdependence and demands for inclusion and diversity as driving factors that highlight the
limitations of more individualistic understandings of leadership” (p. 253). Clearly applicable in
regards to this PoP and a paramilitary profession such as policing.
According to Zaccaro et al. (2001), team leadership is described as, “Most teams contain
certain individuals who are primarily responsible for defining team goals and for developing and
structuring the team to accomplish these missions” (p. 452). Collective leadership as described
by Grogan and Shakeshaft was the most congruent for my organizational framework. The
interpretative paradigm posits emphasis on the interactions between human beings and according
to Grogan and Shakeshaft (2013), “…if leadership is about collective or shared frames of
reference, then an open system offers intriguing possibilities for engaging ideas from the
community that address issues of equity and diversity, leading to productive change” (p. 114).
This is equally true in obtaining possibilities and ideas from the organizational team members.
Although not designated as one of my leadership approaches, but is sometimes equated with
collective leadership (Harris, 2014), Gotsis and Grimani (2016) noted that, “Distributed
leadership has also been proposed to foster creativity and innovation in multigenerational
workforces” (p. 246). Service X consists of multi-generational cohorts, who will be instrumental
in developing and fostering change of the deeply rooted organizational culture associated to the
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policing profession. Additionally, female leadership was found to be more congruent with team
cohesion, but of particular interest concerning leadership dimensions, Gotsis and Grimani (2016)
discovered:
…humane-oriented and team-oriented leadership were in a position to predict ratings of
diversity management evidenced in a more collectivist rather than individualistic culture,
fact that necessitates a shift in policies to embody changes in organizational cultures.
(p.247)
The relevant concept is that relationships and coalitions within the organization and outside
facilitate effective and sustainable organizational change. This directs a collective action, which
enables members to further network with community stakeholders providing a concerted effort in
addressing this PoP. The value of diverse collective leadership is most important to grasp for
positive change. (Grogan & Shakeshaft, 2013).
To this end, collective and team leadership are both philosophically and professionally
aligned with the purpose of this OIP. They are congruent with the interpretive paradigm taking
into consideration, that according to Schein (2017), “…culture is a shared product of shared
learning” (p. 6). They both foster collaboration and broaden the decision-making process, which
facilitates relationships that originate from human interaction. The challenge will be in
transitioning from a historically autocratic, paternalistic model, to a democratic, collaborative,
community-based model, which promotes shared decision making when grappling with issues of
gender equity, diversity and inclusion.
In the spirit of connectivity, the transformational approach increases motivation and
encourages innovation, enabled by moral and ethically informed investigation towards the
development of interventions for this OIP. The Collective/Team leadership approach broadens
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this decision-making process while incorporating a more multi-sectoral approach through
relationships and attracting newer generational cohorts. These two leadership approaches
employed in tandem provide a more macro-level leadership approach required for addressing
recruitment and organizational cultural change necessary at Service X. They will further
contribute to identifying the complete nature of the PoP, analysis and implementation of selected
OIP solution.
Framework for Leading the Change Process
A planned organizational change process is recommended and grounded in the
interpretive paradigm. Members of Service X must resiliently respond and adopt to the proposed
interventions, while maintaining a focus on attaining the vision of gender equity and diversity.
The adoption of an open-systems perspective allows the senior leadership of Service X to
identify areas of misalignment and risk between the external environment and the organizations
strategy and structure (Cawsey et al., 2016). This section will touch upon reactive, strategic
organizational change as discussed by Nadler and Tushman, while engaging two frameworks for
leading the change process: The Change Path Model and Kotter’s eight-step process. I will blend
these two frameworks creating a Blended Change Framework (BCF), which will be more holistic
in nature and better suited for this OIP.
Reactive, Strategic Change
Change can occur for multiple reasons and it exists on a continuum spanning from
episodic or discontinuous change all the way to continuous change (Cawsey et al., 2016). Nadler
and Tushman (1989) provide a model for organizational change that can be considered in two
dimensions, which affords four different categories: tuning, reorientation, adaptation and recreation.
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The first dimension deals with the scope of the change and is broken into two
subcomponents: either incremental if you are dealing with change at a smaller individual level or
strategic if you are addressing change at a larger organizational level. The second dimension
examines change in relation to key external events. If the change is in response to an event, it is
called reactive. Conversely, if the change is proactive in anticipation of an event, it is
accordingly labeled as anticipatory (Nadler & Tushman, 1989). As noted earlier in Chapter One,
this organizational improvement plan aims to address the lack of females applying to Service X.
Recent domestic and international police events surrounding issues of equity, diversity and
inclusion, have further brought the matters of systemic barriers, gender stereotypes and biases to
the forefront of societal attention. As a result, according to Nadler and Tushman’s model,
Service X will experience reactive, strategic change. This change will require re-creation as it
includes a shift and departure from the traditional historical culture and values associated to the
policing profession. Although this will require time to implement, rapid organizational change
will be initiated through advanced/proactive recruitment interventions and change to policing
model. (Cawsey et al., 2016; Nadler & Tushman, 1989).
Organizational Change Models: How to Change
There are multitudes of strategies and models that can be used to prepare organizations
for change. In conducting the research for this OIP, I examined many models, which had their
own unique strengths and weaknesses. For example, in Chapter 1 I had already applied Kurt
Lewin’s 3-step change theory when examining change drivers and found it most applicable. The
issue and concern I found in adopting this model was its simplicity and lacking in prescription.
In addition, I find that organizations are never frozen, much less refrozen, but are fluid
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entities with their own unique nuances and characteristics. Distinctive change approaches can be
applied to different groups and circumstances however, upon consideration of the different
models and what I believe would work best for Service X, this OIP recommends a combination
or blending of two change frameworks, the Change Path Model (CPM) and Kotter’s 8 Step
Process.
Change Path Model
The CPM developed by Cawsey et al. (2016) provides a four-step framework broken
into the following components: awakening, mobilization, acceleration and institutionalization.
The CPM provides a linear general structure, which affords a flexible model and guideline for
the change initiative, while still allowing for both individual and organizational input and
reactions to change. It further provides for both internal and external influences that are
constantly changing. Combining process and prescription, the CPM is an open systems method
to organizational analysis which according to Cawsey et al. (2016) provides, “….more detail and
direction than Lewin and less instruction than Kotter” (p. 53).
The CPM is also congruent with both transformational and collective/team leadership
approaches. Contained within the CPM step of mobilization, Cawsey et al. (2016) refer to the
encouragement of “creeping commitment” and “coalition building” (p.165). These leadership
behaviours are demonstrated in the latter team leadership approach as characteristics of team
excellence, having both “unified commitment” and “collaborative climate” (Northouse, 2019, p.
376). This is also the case for transformational leadership, according to Northouse (2019),
“Teamwork and cooperation are highly valued by these leaders” (p. 177). Both leadership
approaches provide examples of the inherent power associated to teams in mobilizing change.
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Finally, a weakness associated to this model is the lack of detail or prescription. The
application of this model to such a large and complex organization, which encompasses
traditional structured decision-making and government oversight, may be too broad on its own.
In addition, the actual implementation of much of the change and interventions will be
completed at the Sergeant and Staff Sergeant ranks. These are supervisory and middle
management ranks, which are more receptive to a model that provides a more aggregate
approach. Subsequently, the examination of Kotter’s 8-step model may provide additional
structure.
Kotter’s Eight Step Process
As stated above, the supervisory and middle management ranks of Sergeant and Staff
Sergeant in Service X will be instrumental in implementing change. As a result, Kotter’s 8-step
process, which is more structured and focuses on managerial tasks, is more congruent for the
functions prescribed at these ranks and will in turn, facilitate change within our organization.
This model is prescriptive and provides a more detailed and systematic guide consisting of eight
stages. The stages are as follows: establish a sense of urgency, forming a powerful guiding
coalition, creating a vision, communicating the vision, empowering others to act, creating short
term wins, consolidating improvements and producing still more change, and institutionalizing
new approaches within the organization. (Kotter, 2007). In addition, Auguste (2013) noted,
“Kotter’s model expressed as an eight step process addresses organizational, individual and even
environmental barriers to change” (p. 3).
Although the model is beneficial for leader/managerial change, some limitations arise if
one uses this model on its own. Although Kotter’s process emphasizes a top-led model for
change, this OIP will find it necessary to engage at many levels within Service X, in order to
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implement the organizational change. The process is depicted as a linear sequence of steps.
Unfortunately, this change model by itself does not represent the complexity of the required
action. Cawsey et al. (2016) argue, “…we challenge a rigid prescription of stages of
change….Things don’t stand still” (p. 57). Ironically, the model’s strengths are also (for this
OIP’s purposes) its weaknesses. As also noted by Appelbaum et al. (2012), “Kotter’s change
leading coalition requires people with position power so that the change initiatives cannot be
blocked” (p. 768). This OIP requires a model that is flexible and permissible for member’s
participation and feedback, in leading the change.
Blended Change Framework
To address this problem of practice requires a model that blends both process and
prescription. Although the aforementioned frameworks both lay out a linear process for change, I
propose to blend the guidelines of Cawsey’s Change Path Model with the detail of Kotter’s Eight
Step Process incorporated into a non-linear format, as depicted in Figure 1. This non-linear
format provides a more holistic approach allowing for more flexibility while increasing the
likelihood of successful organizational change. An elaboration of the Blended Change
Framework (BCF) stages connected to this OIP follows on the next page.
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Figure 1
Blended Change Framework Model

Note. Blended Change Framework. This change framework allows for the application of
two linear models (CPM and Kotter’s Eight Step Process) into a non-linear formatted
change model, more suitable for this OIP. Image adopted from (Adenle, 2016).
Awakening. During this phase, leadership scrutinizes the environment and data to
identify the need for change in order to elaborate a common vision. Incorporating Kotter further
dictates creating a sense of urgency and assembling the correct people or guiding coalition
(Kotter, 2007). As stated in Chapter 1, the use of current empirical data from Statistics Canada,
recent social media attention, results from public survey surrounding development of new
strategic plan and education through In-Service training, will bring to the forefront the legitimate
urgency surrounding this issue within the policing profession and more specifically Service X.
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Providing empirical evidence through Statistics Canada and our own Crime Analyst for
organizational specific data, will quantify the genuine concern of the said problem of practice
while further awakening the membership’s opportunity for improvement.
Mobilization. This phase entails communicating with the organization, leveraging assets
and creating collaborative structures to drive the change. In essence, mobilizing the members and
systems towards reaching the vision. Contained within Chapter 1 an analysis between the current
state and the desired future state was completed identifying the below average (both national and
provincial) number of female officers employed by Service X. This was further exemplified
within the senior ranks and specialty units. Combined with Kotter’s third and fourth steps, this
stage presents Service X with an inspired new-shared vision to equally represent the community
it serves and gender parity within the law enforcement profession. In addition, this has initiated
communication internally at the leadership level as well as externally with community
stakeholders, surrounding the vested interest and support for a more concerted effort towards
gender equity and diversity.
Acceleration. The third phase maintains the momentum for change by celebrating gains,
empowering, developing and encouraging others. The plan for organizational change will come
through a multi-sectoral approach via training, education, recruiting, policing model, changes to
policy and procedures, all of which will be elaborated upon in possible solutions and Chapter 3.
The key in this phase, is once the plan is in action, empowering members from all the areas
described above to continue to perpetuate the change, is imperative. Subsequently, leadership
that highlights departmental short-term wins adopted throughout the various change phases
facilitates the focus of this step and continues to generate the momentum propelling forward.
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Transformational leadership will be paramount during this phase as it provokes intellectual
stimulation and employs motivational strategies. (Northouse, 2019).
Institutionalization. The fourth and final phase ensures that the change(s) is embedded
into the organization for a long term. In conjunction with Kotter’s final two steps, the goal is to
ensure that the change is anchored into the organizations DNA creating a new organizational
culture, which will not dissipate or revert over time (Cawsey et al., 2016). As the policing model
changes with an emphasis towards community-based strategic policing, policies and procedures
change to provide a better Constable Selection System (CSS) for physical fitness testing,
work/life balance, advanced/proactive recruitment strategies are implemented and more female
role models emerge. The organizational culture will gradually change and be sustained through
the two components of leadership and membership commitment. The eventual goal is for this to
become the new norm for Service X.
The benefits associated to blending the Change Path Model and Kotter’s 8 Step Process
into the BCF will assist in implementing organizational change associated to this OIP.
Individually, they both have their strengths and weaknesses however combined; the new model
provides more flexibility while facilitating membership participation and feedback in leading the
change. This more holistic approach ensuring that membership understand and support the
change, will be critical.
Critical Organizational Analysis
Having just completed a framework for change, analyzed Service X’s readiness for
change and considered appropriate leadership approaches, we should now determine the kinds of
possible organizational changes required in order to address the current PoP.
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Nadler and Tushman’s - Congruence Model
As stated in Chapter 1, the three major components for change and effective strategies
consist of leadership, recruitment and organizational culture. Considering we have begun to
interrogate leadership, policy/procedures, recruitment and culture that might serve to reinforce
hierarchy, misogyny and patriarchy, one of the guiding and driving questions was, “what are the
traditional barriers, biases and gender stereotypes, which have historically inhibited or deterred
females to the policing profession?”
From an open-systems perspective, Nadler and Tushman’s (1989) Congruence Model
provides a framework to diagnose problems, as it captures constantly changing organizational
inputs, such as environment (PESTE), resources and history. The model correlates congruence
between different organizational components and the transformation process consists of: (A)
work or tasks of the organization; (B) informal organization or culture; (C) formal organization
or the structure and systems; and (D) people (Nadler & Tushman, 1989). The Congruence Model
will further assist in explaining some of the components associated to this OIP. By specifically
examining in detail the components of both the informal and formal organization, this will
further provide a pathway for potential solutions.
Informal Organization
Much has been written in regards to the police culture and it has been described in many
variations. Congruent with the interpretive paradigm, the study of the policing culture, which
carries intrinsic values, beliefs and norms shared by its members, will assist in analyzing Service
X and the values embedded into it. Symbolism can further assist in narrowing down the broader
component of organizational culture associated to organizations. Bolman and Deal (2013) stated,
“symbols take many forms in organizations. Myths, vision, and values imbue an organization
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with deep purpose and resolve” (p. 248). According to Gherardi (1994, as cited in Tsoukas &
Knudsen, 2005), “The gendering and racializing of organizations also occurs through symbols,
images, ideologies that legitimize gender inequalities and differences” (p. 217). All of these can
be found within the policing profession and Service X. In examining symbolism, one must ask
what are some of the symbols which may act as further barriers to women and subsequently,
negatively affect recruiting or advancement of women in this profession.
Certain proceeding authors have provided an excellent and succinct overview of some of
the symbolism that permeates with gender stereotypes. For example, working on the streets,
SWAT, K-9, intelligence/drugs or attitudes that emphasize the high-risk-action component of
police work, often referred to as the, “blue-light syndrome” (Whitelaw & Parent, 2014, p. 258),
which projects the tough street cop masculine personification. In contrast to the softer services,
such as front desk, administration, school liaison officer, crime prevention officer, telephone
reporting centre (TRC) or public information officer (Martin, 1996). These latter positions were
usually and historically assigned, to females by their male supervisors.
The profession of policing is still today a male intensive occupation and according to
Powell (2019), “The experiences of workers may differ substantially depending on whether they
are employed in occupations that are sex-neutral, dominated by members of their own sex, or
dominated by workers of a different sex” (p. 61). This can manifest into women feeling that the
only way they can organizationally fit or progress within the policing culture is to adopt the
gender stereotypes projected by that profession, or as I refer to it as, “adopting a masculine
gender and traits”.
There is scholarly research, which postulates that due to the patriarchal structure of our
profession, women can experience negative relations, even intra-gender relations, attributable to
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the masculine symbolic order. Although this may occur at all ranks within a police service, it
appears to be more pronounced at the higher ranks or in elite leadership positions. This is further
supported by Mavin et al. (2014) who state, “This is apparent in assessments of women as Queen
Bees; women perceived to have disassociated from their gender, displaying masculinities in
order to survive and possibly thrive in masculine work contexts” (p. 442).
Once again, this all connects to the patriarchal culture of policing and how this is a
systemic barrier/problem or a contributing root cause, which further complicates attracting and
recruiting females to the police profession. According to Morgan (2006), “So long as
organizations are dominated by patriarchal values, the roles of women in organizations will
always be played out on male terms” (p. 219). However, Dr. Kingshott recognizes that with the
advent and adoption of community-based strategic policing, the necessity for officers to have
strong people oriented skills has had a positive effect upon the role perceptions of female
officers, (Kingshott, 2009). This change and emphasis towards community-based strategic
policing for the day-to-day operations will assist in shifting the police role from less masculine to
more androgynous in nature.
Formal Organization
The formal organizational structure associated with this model will alter within Service
X, predominantly by targeting and taking the human resources approach, for change. Cawsey et
al. (2016), refer to Nadler and Tushman’s model and this component as the formal mechanisms
that assist the organization in accomplishing its work. This includes, “an organizations human
resource management systems (recruitment and selection, reward and compensation,
performance management, training and development)….” (pp. 70-71). Understanding and
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examining these particular structures and systems will further facilitate the change required to
attract and recruit more females to Service X.
In examining the formal organization, which includes the “organizational architecture”
(Cawsey et. al., 2016, p. 70) of Service X, the traditional hierarchal model currently applies.
There does appear to be a gap between the current organizational structure and envisioned
leadership style to develop a collective, collaborative and open-systems informed team approach.
Bolman and Deal’s description of the “all-channel network” provides a configuration that
allows information to flow more freely and creates multiple connections facilitating greater
communication. (Bolman & Deal, 2017). According to Bolman and Deal (2017), “The
arrangement works well if a task is amorphous or complicated, requiring substantial mutual
adjustment….” (p. 102). This structure will be more conducive in addressing the PoP and can be
implemented for In-Service Training at Service X.
The human resources approach associated to the formal organization will encompass
examining the structure and systems currently in place for the Constable Selection System (CSS)
fitness testing and a refined recruitment process. With regard to the latter component, the overall
health of an organization is a key factor in both recruitment and retention of staff. The nature of
policing does place officers at a high risk of exposure to traumatic events; therefore, qualified
candidates (both men and women) are more likely drawn to a police service with a strong
support system and structure in place.
One of the most controversial components of any police recruitment process has and
continues to be fitness testing. Traditionally and consistently the public want their police service
to reflect the community they serve, but not at the risk of either officer or public safety. Given
the physical element associated to many aspects of police work, most people understand and
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appreciate the physical testing element of any recruitment process. The question is whether, or
not the current system and all the components of any physical testing are still occupationally
relevant, and does this system actually measure a bona fide occupational requirement of the
policing profession? This gap or, “this is the way it’s always been” mentality still presents a
systemic barrier for women in policing today. Finally, a refined, proactive recruitment process
will require the examination of the current system and the policies/procedures in place at Service
X, that govern it.
Indeed, the Congruence Model assists in diagnosing the OIP’s problem of practice. By
conducting a more robust analysis into the formal and informal organization of the
transformative process, this provided further interrogation of policies, procedures, systems,
structures and organizational culture. Having examined this latter point in greater depth, some of
the underpinning issues such as dysfunctional norms, attitudes and behaviours provide further
organizational context of its members and culture, while aligning with the interpretive paradigm.
This will provide a pathway and facilitate the forthcoming suggested possible solutions.
Possible Solutions to Address PoP
The research for this OIP garnered through Statistics Canada and the Records
Management System (RMS) for Service X, which was detailed in Chapter 1, has illustrated that
females are still underrepresented and have progressed at a much slower rate than males in the
policing profession. This fact is even more pronounced in Service X. In response to the multiple
challenges associated to this issue, four potential solutions to the problem of practice are
proposed. The four potential solutions actually fall under the sub-headings of: A. Recruitment, B.
Equity, Diversity and Inclusion Coordinator (EDIC), C. Training and finally, D. Combined
Solutions. As a result, this section will provide potential options, which I will compare and
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contrast in order to identify the best solution(s) that I will be pursuing in order to address this
PoP. In addition, I will further provide resources (financial, time and personnel) required for said
solutions.
Solution 1 - Recruitment Strategies
Under the concept of recruitment, police services must be willing to transform their
recruitment strategies in order to solve the issue of attracting the newer generation and
specifically the female gender contained within these new generational cohorts. In an effort to
enhance and improve gender equity and diversity, a comprehensive literature review and
research into recruitment strategies was completed. This was conducted in order to identify both
online, offline recruitment materials/strategies, and the major themes, which were most effective
in positively influencing female applicants to the policing profession. There were many options,
however after completing an analysis into which solutions were realistic, affordable and
sustainable overtime, the following were determined to provide a short list for further analysis in
order to compare and contrast for Service X.
Fitness Evaluation Change
Much of the academic research conducted on this topic reaffirmed the negative impact of
physical fitness requirements on female representation in law enforcement (Cordner & Cordner,
2011; Jones, 2020; Lonsway et al., 2003; Robinson, 2015; and Schuck, 2014). More specifically,
Lonsway et al. (2003) suggested that changes in police work and the advancement of technology
necessitate a review of physical standards. According to Lonsway et al. (2003):
Given that an estimated 80 – 90% of policing involves noncriminal or service functions,
the emphasis in traditional policing on physical strength might actually serve as a liability
to police departments seeking to successfully meet the demands of their community. (p.5)
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On this same note, Schuck (2014) asserts, “Physical fitness requirements are controversial
because there is little empirical evidence that these tests are reflective of the most common tasks
that officers are expected to perform” (p. 70). It is clear that the policing profession has changed
over the last couple of decades and much of police work today, certainly in regard to drafting
reports and community patrol are completed in what I refers to as, “offices on wheels” in relation
to the cruisers and technology found inside them.
Many police services had indicated challenges they were experiencing with both the
Constable Selection System (CSS) and the independent, contracted company referred to as the
Applicant Testing Services (ATS), which proctor the recruit testing. As a result, in the fall of
2018 the Ontario Association of Chiefs of Police (OACP), which I sit on as Vice-President, and
the Ministry of Community Safety and Correctional Services (MCSCS) agreed to form a
working group referred to as the Executive Advisory Group (EAG). As a member of this group,
co-members and I were tasked to review the process, identify challenges, barriers and potentially
re-develop the system.
In November 2018, ATS provided a dataset, which included information from 72,269
applicants who were tested between January 2000 - August 2018. The Ministry’s analytical staff
worked on this data to assist the EAG in determining if there are in fact, identifiable evidencebased systemic barriers in the process. Although all the components of the CSS were analyzed,
the PREP (Physical Readiness Evaluation for Police) statistics revealed the greatest discrepancy
between males and females. A review of the PREP component of the CSS is provided in Figure 2
on the following page.
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Figure 2
Graph of Respondents Who Passed PREP by Gender

Note. Adopted from Ontario, Ministry of Community Safety and Correctional Services.
Constable Selection System Data Analysis Summary Results Database, 2018.
The PREP component survey as depicted above in Figure 2 conducted between the years
2012 – 2017, consisted of a sample size of 44,866 respondents who completed the PREP test
component of the CSS. This displayed that a gender gap in pass rate continues to exist with
significantly fewer women passing (53% average for women) than men (90% average for men)
between the years 2012 – 2017 (Ontario, MCSCS, 2018, p. 15).
Based partially on the research conducted above, on January 7, 2020 the OACP endorsed
the new CSS for the province of Ontario, although not all police services have adopted it. The
new CSS eliminated the PREP test for new applicants and replaced it with a Fitness Log. The
Fitness Log and Daily Journal is to be completed daily for approximately two weeks and
submitted in Part A of the CSS process, (see Appendix D). This process needs to be adopted by

54
Service X, which currently still has a fitness-testing component consisting of the 2.4 km (1.5
mile) run. Candidates must achieve an overall score of 70% or higher (35/50) to proceed in the
current recruitment process for Service X. By implementing this solution, it will further reduce a
potential systemic barrier for females.
Resource Requirements. By adopting the Fitness Log and Daily Journals, Service X can
still evaluate and analyze the fitness level of a candidate, while further testing the integrity of
said candidate. The applicant is required to be truthful on their Fitness Log, as dishonesty is a
ground for disqualification. This will be completed by the Recruiting/Training Unit requiring no
additional resources and is actually a reduction in costs for Service X, as staff will not be
required to facilitate any more physical fitness testing. The Fitness Log is the responsibility of
the candidate and the Service X procedure surrounding this process will have to be amended to
reflect this change.
Traditional and Social Media Techniques
This major theme examines what I refer to as taking an advanced/proactive recruitment
approach that is women specific. Cordner and Cordner (2011) concluded that, “More than 50%
of the women officers rated four of the suggestions as useful: More targeted recruitment of
women at 80%” (p. 214). Much of the research in this particular field report that women hearing
from other women, who have successfully progressed through the hiring process and are now
officers, is most effective in attracting other females to the profession. This face-to-face or direct
contact appears to be more influential than other recruiting strategies (Cordner & Cordner, 2011;
Helldorfer, 2016; Lanagan et al., 2019; Wilson, 2014; and Yu, 2018).
As with other recruitment techniques, when trying to attract female applicants, recruiters
must place themselves in the position of potential candidates and see the organization from their
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perspective. To illustrate women as being an integral part of the department’s operations,
advertisement literature should prominently display women involved in a variety of work
settings. According to Harrington (2000), “Making women officers visible is therefore essential”
(p. 50).
In addressing this with the Public Information Officer, social media has been used for
identifying, attracting and engaging candidates for employment. Service X primarily uses the
following social media platforms for recruitment purposes: Service X Official Website,
Facebook (FB), Twitter and Instagram (IG). These media platforms are all used in an attempt to
attract and recruit the best candidates for our community. Although these initiatives are effective
tools and required in the 21st century, they may not be the best solution as the status quo for
attracting female applicants has not changed and it does not eradicate potential recruiting barriers
for females.
Resource Requirements. In regard to traditional and social media techniques for
recruitment, Service X must do a better job of communicating both face-to-face and through
social media platforms with potential candidates and most importantly to female applicants.
Women need to see that their presence in policing is valued and required. This needs to be
emphasized in all recruitment programs, materials, brochures, official website and efforts going
forward. As a result, the development of a Service X recruitment brochure and a video that
depicts women in all aspects of police tasks and jobs should be examined.
The budget implications for these initiatives will be the costs associated to the hard copy
materials and the creation of a video. I currently provide hard copy Annual Reports, which costs
approximately $1000.00 per year. An additional $1000.00 per year will be allocated for this
intervention and will come from the Recruiting/Training budgetary unit under recruitment
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expenses. The latter initiative will be more expensive but is a one-time cost. Preliminary research
into a video can be produced with further assistance from the municipal Human Resource
department at a cost of approximately $5000.00. As this is a one-time cost, it will be incurred
through a reserve. This solution is congruent with our next Strategic Plan 2021-2024 under the
pillar of: “Enhancing our reputation by investing in Leadership, Recruitment and Relationships”.
Subsequently, the cost will come from the Police Strategic Plan Reserve.
Solution 2 - Equity, Diversity and Inclusion Coordinator
The previous sections deal specifically with solutions for recruiting and attracting more
females to Service X in order to mitigate issues surrounding gender equity and diversity.
Although the issues in respect to recruiting are a large component of this OIP, another equally
important component deals with organizational culture and attempting to diminish traditional
gender barriers, biases and stereotypes. To this end, I propose as a solution establishing and
developing a new full-time position within Service X. This position will be called an Equity,
Diversity and Inclusion Coordinator (EDIC). Although a formal job description will have to be
developed and authorization received from my Board, as I will be adding one fulltime employee
(FTE) over my authorized strength, preliminary discussions with the Police Services Board have
been receptive to this idea.
Language, Policy and Symbols
Based upon the research, my proposal and direction would be for this officer to focus on
issues pertaining to language, symbols, rituals and procedures that are related to organizational
culture and the interpretive paradigm. Some of the initial issues investigated will include the
following:
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•

Investigating to identify any non-inclusive content contained within policies and
procedures, Service X symbols and rituals from both present and past. Police special
events and ceremonies including aesthetics associated to Service X, with the intent of
providing recommendations to the Chief. As we know, “Symbolic forms and activities
are the basic elements of culture…” (Bolman & Deal, 2013, p. 270).

•

Ensure gender neutral language is used in all literature and job descriptions, postings and
titles including the development of all recruiting material both on-line and hard copies as
well as marketing campaigns. Assemble a group consisting of female employees from
Service X and ask them to identify and suggest behavioural artifacts of the organization.
(Schein, 2017). Once again, recommendations to be forwarded to the Chief for
consideration and further discussion with Senior Staff.

•

Ensure all stakeholders have an opportunity to share their ideas and contribute input
towards decisions in enhancing gender diversity. (Cawsey et al., 2016). In addition,
explore opportunities to network with both local First Nation reserves and local school
boards to engage in dialogue (recruiting) and analysis of the way policies/procedures;
programs and cultural practices might further shape understandings of gender. (LeMahieu
et al., 2017).
Resource Requirements. In respect to the resources required for the creation of this new

FTE, a Business Case which consists of a job description, responsibilities, qualifications,
relationships, working conditions, policy/procedure and an executive summary explaining the
rational and benefits for the new FTE will be required. The budget implications will be one
additional officer that is calculated using First Class Constable at the 2020 rate is $99,020.92,
with a labour burden rate of 27.6% comes to a total of $ 126,350.69. Preliminary research into
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courses provided by the Ontario Police College (OPC) revealed that they offer two related
courses: Equity and Inclusion as well as a Teaching Diversity – Train-The-Trainer course
(Ontario, 2020). One time training costs for the Train-the-Trainer course at OPC would be an
additional $1000.00. I would present this proposal in the fourth quarter of the fiscal year during
the normal 2022 budget process for Service X. Office space is available for the new FTE at
Service X headquarters and all other incidentals, such as uniform, use of force options etc..
Service X has in surplus at Quartermaster.
Solution 3 - Training
A final potential solution to this OIP is the need for additional training in respect to the
members of Service X in regards to this PoP. The lack of standardized diversity training within
police services throughout the province presents additional challenges for our members. While
the OPC provides hate/bias crime training as a part of its Basic Constable Training (BCT), there
is currently no ongoing or mandated training by the province.
E-Learning
To augment training, Service X is a member of the Ontario Police Video Training
Alliance (OPVTA) and the Canadian Police Knowledge Network (CPKN); both organizations
will provide online training through E-learning. This online learning is extremely beneficial for
Service X as we operate 24/7/365 and is convenient for the member to complete at any time and
from any location (Goyal, 2012). From my own personal experience in having been a former
Training and Recruitment Sergeant, many members do not always take E-learning very
seriously. Traditionally they will attempt to complete this training on nights, when learning is not
at its optimum, while blending it with other work tasks. Subsequently, although this might
augment and assist in learning, E-learning may not be the best or preferred solution.
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Resource Requirements. The aforementioned training would be rather inexpensive as the
only cost associated to the E-learning would be through the annual membership dues for the
OPVTA and CPKN, which cost approximately $2000.00, combined. In addition, the
Recruiting/Training Unit would have to develop a lesson plan and tracking method to confirm
staff compliance and completion. This is required for it to be considered an official course when
audited during Ministry inspections.
Solution 4 – Combined Selected Solution
Each of the potential solutions provide plausible ways to address the current PoP in
Service X. The solution this OIP proposes to implement includes a combination of some of the
options provided above in order to create a holistic organization wide solution, which addresses
both components of this OIP. The only two options, which can address both recruiting and
organizational cultural change, are provided through the implementation of the Fitness
Evaluation Change and EDI Coordinator. Furthermore, the Plan, Do, Study, Act (PDSA) cycle
(Donnelly & Kirk, 2015) will be used to study this proposed solution implementation and to
identify intervention effectiveness in Chapter 3.
In terms of Recruitment Strategies as outlined in Solution 1, this OIP has identified that
the Fitness Evaluation Change provides a cost-effective solution that can be implemented
relatively quickly. It further eliminates a component that has historically been identified as a
systemic barrier for females in policing. The research also illustrated through empirical data that
this was the case for the province of Ontario with the former CSS process, but needs to be fully
adopted by Service X to align with the new CSS process and usage of Fitness Log and Daily
Journals. In addition, the organization tracks and analyzes through the Recruiting/Training Unit
the number of female applicants who apply to Service X. A comparison analysis will be
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conducted during the implementation phase of this new process, continuing on a quarterly basis
for Service X. Similarly, this process is being conducted by the OACP at the provincial level,
which I will further be able to use for comparison purposes. Based on the CSS Data Analysis
Summary Results gleaned from the Ministry and depicted in Figure 2, the prediction is that there
will be a direct correlation to the Fitness Evaluation Change (PREP removal, Fitness Log – Daily
Journals adapted) and an increase in female applicants.
In terms of organizational cultural change, the EDIC solution is the only one with a
change implementer who focuses on issues such as language, symbols, rituals and procedures
directly related to the interpretive paradigm and organizational culture. This Constable will take
a leadership role through the development of strategies and recommendations for the expansion
of all matters, which deal with equity, diversity, and inclusion. Through quarterly updates,
enhance communication by attending Senior Officer Staff meetings and reporting on issues
surrounding EDI, advising what actions are being taken to address issues raised.
By working in collaboration with our Public Information Officer, Recruiting/Training
Unit and our Professional Standards Unit, this officer during the preliminary implementation
phase will further interrogate programs, policies/procedures and culture directly associated to
Service X. During the planning phase, develop measurable objectives that are tied to
organizational goals and outline programs/initiatives to meet these goals over the next few years.
This allows Service X to put an “equity lens” over all of its internal and external processes and
systems.
In order to complete, this component of the OIP an extensive literature review, research
into recruitment strategies, organizational culture, provincial comparator (similar size services)
assessment and training was analyzed. Based upon this research the combined solution (fitness
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evaluation change and EDIC) was the only one which addressed my PoP from multiple
perspectives while remaining congruent with my organizational framework, interpretive
(constructivist) worldview. This includes the fitness evaluation change, which removes systemic
barriers for females and the creation of an EDIC who will provide support and focus on issues
pertaining to language, symbols, aesthetics and policies, serving as a change agent and influencer
in providing strategies and training on equity, diversity and inclusion for all members.
Table 1
Comparison of Proposed Solutions
Proposed Solutions

Solution 1 – Fitness
Evaluation Change

Solution 2 – Create
EDIC

Advantages

• Removes historical
barrier (PREP)
• Creates more
equitable fitness
evaluation
• Cost and time
efficient
• Fitness Log assesses
honesty of applicant
• Increase in recruit
applicants

Disadvantages

• Loss of evaluation
by Recruiting Staff
• Loss (1 component)
of staff interaction
• Loss of team
assessment during
fitness evaluation

• Facilitates
organizational culture
change
• Targets language,
symbols, rituals and
procedures/policies
• Congruent with
interpretive paradigm
• Increases stakeholders
• Continuous work on
recruitment and culture
• Increase of 1 FT over
authorized strength
• Increased cost approx.
$126,350.69.
• Sustainability may be
difficult with Board

Solution 3 – ELearning

Solution 4 –
Combined 1 and
2

• Cost and time
efficient
• Consistency of
training
• Easily tracked and
monitored
• Service X already
member of CPKN
and OPVTA
• Virtual learning

• Addresses both
recruitment and
org. culture
• Solutions 1 and
2 compliment
each other
• Align with
Service X
strategic plan
• Challenges the
status quo
• Increased cost
to budget
• More resources
required for FTEDIC

• E-learning not
taken seriously
• Unable to field
questions (Instruct.)
• Does not increase
female recruitment

Note. This table provides a detailed illustration of some of the advantages and disadvantages
between the four solutions described earlier in this Chapter.
The next component will address ethical leadership and the ethical responsibilities and
commitments associated to Service X. It will examine and outline how members of Service X are
required and expected (by the public) to uphold a higher level of ethical conduct as per their
Oath of Office and as legislated under the Ontario Police Services Act.
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Leadership Ethics and Organizational Change
In examining the policing profession and my PoP in relation to leadership ethics and
organizational change, one can immediately realize that there is, and needs to be, a convergence
in respect to these issues. As a police service there are numerous ethical obligations that the
organization must uphold (Clark, et al., 2017). I have often professed that within policing,
“Integrity is the intellectual wholeness of any police officer and ethics are at the core or
foundation of the profession”. This applies in the decisions made on a day-to-day basis and most
importantly, it must be maintained in order to enhance police legitimacy, transparency,
accountability and public trust.
In addition, the Ontario Police Services Act governs policing in Ontario, which is
applicable to all police services. Contained within this provincial legislation is the Code of
Conduct, which oversees the conduct of all sworn police officers in Ontario. To ensure high
standards and principles of ethical policing, officers can be charged with offences such as
discreditable conduct, deceit, neglect of duty, insubordination, corrupt practice, breach of
confidence or unlawful or unnecessary exercise of authority, to name but a few.
A unique aspect of this Code of Conduct, as oppose to other professions, is that it is
applicable to an officer “off duty” as well. Subsequently, even off duty, if an officer, “acts in a
disorderly manner or a manner prejudicial to discipline or likely to bring discredit upon the
reputation of the police force” (Ceyssens et al., 2017, p. 567), they can be held accountable for
their actions. As a result, all police applicants regardless of gender must possess high ethical
values and principles, which are to be upheld on or off duty, throughout the duration of their
career.
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This OIP is grounded in part within the conception of a transformational leadership
approach. To be a transformational leader, one must behave ethically. According to Brown and
Treviño (2006):
Transformational and ethical leadership overlap in their focus on personal characteristics.
Ethical and transformational, leaders care about others, act consistently with their moral
principles (i.e. integrity), consider the ethical consequences of their decisions, and are
ethical role models for others. (p. 599)
Under the ethic of profession, Shapiro and Stefkovich (2013) suggest posing the question, “What
does the community expect me to do? And what should I do based on the best interests of the
community…?” (p. 20). I have completed many community surveys in drafting organizational
strategic plans. This question has been specifically posed to the general public in surveys and at
town hall meetings, consistently the majority of the general public want their police service to
reflect the community they serve, which in turn supports gender diversity and the breaking down
of systemic barriers, biases and stereotypes associated to my PoP. Subsequently, I am compelled
to act, believing I am working in good faith with the best interests associated to both Service X
and the community I serve.
The issues addressed with this PoP and solutions proposed in this OIP have surrounded
both sensitive and contentious matters. The decisions to develop and implement proposed
solutions are based on best practices and input from multiple stakeholders, but are further driven
from my own ethical and moral leadership. The solutions proposed, prescribe a holistic approach
achieved through an increase in resources, education and training. Ensuring our members are
provided with the aforementioned tools, demonstrates dedication by Service X’s leadership. It
further establishes a commitment via my ethical leadership in maintaining the trust of our
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membership, organization and community. According to Caldwell et al. (2011), “The ethical
foundation of transformational leadership incorporates an array of integrated commitments to the
organization, the community, and the individuals within an organization” (p. 177).
Additionally, this OIP is further grounded in the conception of team and collective
leadership approaches. There are many stakeholders, who have a vested interest and support
recruiting more females to Service X. These include the police services board, municipal
councilors, police associations, senior staff and the community as a whole. The team and
collective leadership approaches are congruent with being receptive to multiple perceptions,
while recognizing that the cultivation of relationships will be required to address this PoP.
Choosing a collaborative approach by all stakeholders ensures the integration of shared
responsibility and problem solving as professed by both team and collective leadership. As we
know, an equal world is an enabled world, which requires both multiple and diverse voices at the
table. This is further supported by Voegtlin’s (2015) concept of “social connection” where she
suggests that:
Regarding responsible leadership as shared also means that different parties assume
leadership roles in the search for common solutions. Furthermore, considering
responsibility as shared places a different emphasis on ethical decision-making, as every
party affected by a decision can be regarded as part of the solution. Problem solving
becomes based on dialogue with stakeholders. (p. 590)
On this last point and more precisely how this ties back to ethics, Shapiro and Stefkovich (2013)
suggest; “…that it is essential for educational leaders to move away from a top-down,
hierarchical model for making moral/ethical and other decisions and, instead to turn to a
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leadership style that emphasizes relationships and connections” (p.71). This is equally applicable
in policing.
Finally, as stated by Tuana (2014), “As essays in this volume repeatedly stress, our
schools need to create a “virtuous cycle” in which resources and opportunities for exercising
moral agency are offered to all members of the school – not just principles or teachers, but all
students as well as the staff – and in this way, each person, in turn, contributes to strengthening
the moral culture of the school” (p. 173). In my case, the moral culture and ethical compass
associated to Service X.
Chapter 2 Conclusion
A transformational, collective/team leadership approach is required to enable the change
process associated to this OIP. Framing this reactive, strategic change through my Blended
Change Framework principals the process for change. The combined solutions I wish to
implement further connect to police ethics, as they go towards enhancing police legitimacy and
public trust. As referenced by Ciulla et al. (2017), “Leadership ethics is thereby deeply rooted in
responsibility, involving imagination and ability to see other viewpoints; willingness to judge for
oneself; and willingness to act, and pay for these actions if need be” (p. 9). This statement
accurately reflects what ethical leadership must consider and how the combined solutions,
ethically address my PoP. In Chapter 3, change implementation along with a monitoring and
evaluation plan, connected with a communication plan are developed in detail.
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Chapter 3 – Implementation, Evaluation and Communication
Chapter 3 of this Organizational Improvement Plan shall provide a detailed
implementation plan for Service X. It will further provide a framework and outline a strategy for
implementation while taking into consideration the goals and priorities as well as the stakeholder
reactions, resource requirements and limitations. This chapter will then consider and outline a
monitoring and evaluation plan for tracking change as well as developing a detailed
communication plan. This chapter builds on the previous chapters by shifting the combined
solutions from the theoretical realm, into the practical implementation. Finally, the chapter will
conclude with some next steps and future considerations associated to this OIP.
Change Implementation Plan
The development of this OIP is to increase the amount of female recruits applying to
Service X while further providing organizational cultural change for enhanced gender equity,
diversity and inclusion. The combined selected solution incorporates a holistic organization
approach through the development of an EDIC with an increased availability of resources for
training and recruitment. The associated purpose is to enhance membership knowledge and
education in response to mitigating the systemic patriarchal nature of the policing profession.
The solution will also employ an increased amount of oversight and accountability mechanisms
to ensure complete implementation of said solution across the organization.
As described in Chapter 2, my framework for leading the change process was in creating
a BCF incorporating both the Change Path Model and Kotter’s eight-step process. In addition to
developing this framework for leading change, the next significant segment of importance to this
process is the selection of an appropriate path to change which is aligned with the philosophical
underpinnings of this OIP. To this end, Cawsey et al. (2016) provided three dispositions that are
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most relevant in developing my change implementation plan. First, given the fact that the OIP is
complicated and seeks to change current policies, recruiting and culture within Service X,
incorporating a “doing first strategy” will assist in facilitating people in moving forward.
According to Cawsey et al. (2016), “Doing first is a response to even more ambiguous situations
and takes the process of exploration further in the search for new paths forward” (p. 302).
Secondly, viewing this change initiative through the lens of emergent change may be
helpful. Cawsey et al. (2016) identify that viewing a change initiative through this lens is
supportive when the organizations workforce (Service X) is highly knowledgeable, skilled and
understands the associated opportunities and jeopardies. The combined selected solution is
challenging and as a result, may benefit from approaches that employ, “metaphors,
experimentation and risk taking” (Cawsey et al., 2016, p. 303). Metaphors can be a source of
creativity, however most applicable to this PoP as noted by Lawley and Tompkins (2011), “The
essence of a metaphor is understanding and experiencing one kind of thing in terms of another”
(p.63). This should assist in appreciating the change initiative for enhancing gender equity.
Finally, this change implementation plan must address changing norms, beliefs and
values through a participative approach. To achieve the desired future state, will require a shift in
the policing culture at Service X. As stated by Cawsey et al. (2016), this approach believes, “that
you first need to engage and change attitudes and gain acceptance of an initiative before
restructuring systems and organizational structures” (p. 304). In order to ensure “buy-in” and
acceptance from the rank and file, this will be paramount. In addition, this approach is further
congruent with the leadership (Team/Collective) and philosophical substructure (interpretive
paradigm) of this OIP.
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Goals and Priorities of Planned Change
Based upon the information derived from the critical organizational analysis in Chapter 2,
it is evident that two clear gaps emerged from the analysis. First, the need for additional
resources and change to the current recruiting process to attract more females to Service X.
Secondly, the requirement for an EDIC to provide ongoing additional education, resources and
support directed towards organizational culture change in reducing traditional gender barriers,
biases and stereotypes within Service X. Subsequently, further development and improvement in
relation to these two themes have become the major goals and priorities of this OIP.
The new Strategic Plan (2021- 2024) for Service X was recently approved by the Board
on June 15, 2021. It therefore stands to reason that the goals for this implementation plan must
align and be guided by the organizational strategic priorities for the next four years. The
proposed changes will require time and as noted by Dudar et al. (2017), “…in most settings a
change process will require three to five years, or even longer depending upon the organizational
context” (p. 51). Service X’s future Strategic Plan is structured around four strategical priorities,
which were outlined in Chapter 1 under Organizational Mission, Vision and Values.
One of the most important elements of this OIP surrounds leadership (priority D) and in
terms of accountability and oversight, said leadership is crucial in driving this change forward
and enhancing our police legitimacy and reputation. In relation to leadership and the goals of this
implementation plan, Dudar et al. (2017) suggest, “…it is imperative that leaders work with their
staff to identify and co-create shared goals that most or all can buy-into, provide them with the
structures to support their learning, and the resources to enable progress…” (p. 70). Being
leaders of an initiative which is so widely supported by the public and stakeholders will further
build trust and confidence in Service X’s leadership abilities.
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A healthy workforce (priority C) combined with a work/life balance is critical for any
profession. Research identified familial factors as major deciding issues in women applying to
the policing profession (Cordner & Cordner, 2011; Kringen, 2014). Lack of support in respect to
childcare, family and spousal concerns or a lack of programs not provided by the Service to
mitigate these matters, were all dominant issues which women and men take into consideration.
The dominant narrative within our society (although it is diminishing over time) is that women
still assume more domestic responsibility, at home than men. This often forces women to choose
between the career track or the mommy track (Northouse, 2019). Historical barriers and added
stress associated to these biases, stereotypes can be further mitigated by providing officers with
the correct resources and education (through training, EDIC and online resources), adding to
their confidence and overall wellness.
Finally, building capacity for technology, (priority B), allows for easier accessibility of
resources and educational training material surrounding diversity and inclusion programs to all
members of Service X in a shorter period. The EDIC and Project Implementation Team (PIT),
(outlined in Personnel, Time and Resource Requirements subsection) will have access to various
forms of technology including Records Management System (RMS), Organization Scheduling
and Logistics (OSL) network, webinars and I-phone applications, in order to provide
membership with up to date information, resources and materials.
According to Kouzes and Posner (2007), “Leaders set the example by getting personally
involved in celebration and recognition, demonstrating that encouraging the heart is something
everyone should do” (p. 329). By setting goals and priorities, one increases the accountability of
all stakeholders and in maintaining the momentum throughout the change process. Subsequently,
some of the short-term and intermediate or medium-term goals to be completed within the first
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year for this organizational improvement plan include those outlined in Table 2. The long-term
goals (3 – 5 years) of this implementation plan will consist of primarily evaluation and
improvement of this OIP. After three years, enough data will have been collected to complete a
robust analysis for further evaluation and any enhancements.
Table 2
Organizational Improvement Plan Short to Medium-Term Goals
Short-term Goals
(0 – 1 year)
•
•
•
•
•
•

Implement new fitness testing for hiring process
Approval for EDIC and development of job
description
New Organizational Chart with EDIC assigned to
Executive Support (see Appendix E)
Enhance EDI related measures via Crime Analyst
Increase stakeholder awareness via communication
Consult with SME’s for research in best practices

Medium-term Goals
(1 – 2 years)
• Develop and Implementation of the PIT
• Develop and incorporate EDI competencies into
performance appraisals

• Improve internal survey capturing EDI feedback
• Improve and increase frequency (every 2 years)
•

public survey to include EDI feedback
Expand educational opportunities and formalize
training into In-Service Training
Additional oversight from EDIC and PIT

•
Note. This table provides a visual overview for some of the short and medium term goals
including timelines associated to them.

The use of planning tools and frameworks to execute the change agenda can be beneficial
as they create a visual path of the change route. A complete table of my change implementation
plan is depicted in Appendix G. Further included in Appendix G is the alignment of the plan with
my frameworks and implementation actions. These action items provide further detail as to the
actionable steps required in achieving both goals and priorities. For example, during the
awakening phase both internal and external data must be obtained from Statistics Canada and our
records management system (RMS) to complete an environmental scan, review and baseline.
Progressing into the mobilization phase the identification and recruitment of both internal and
external stakeholders with the KSA’s to create a new Equity, Diversity and Inclusion
Coordinator (EDIC), as well as assembling a Project Implementation Team (PIT), will be
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instrumental. Moving into the acceleration phase, the use of the PIT and EDIC to provide
appropriate In-Service training along with on-line training and reviewing of feedback gleaned
from both performance appraisals and surveys will be crucial for analyzing purposes. Finally,
rolling into the institutionalizing phase will culminate into anchoring the goals and priorities into
the structures, policies and procedures of Service X. The monitoring of improvement through
increased female recruits and internal vertical and horizontal movement within Service X will be
essential in developing a formal mentoring process for female officers and in preparing for the
next change. The key stakeholders, including their roles and responsibilities associated to
accomplishing these action items are depicted later in the chapter, under Table 3.
Stakeholder Analysis
There has been a plethora of concerns that have precipitated the issues associated to this
PoP, having been outlined in the previous two chapters. Both internal and external stakeholders
have brought many of these concerns to my attention. As one can expect with any major change
initiative, a variety of reactions from said stakeholders have been received. Both concerns and
support from impacted stakeholders are expected throughout the planning and change process.
According to Kotter and Schlesinger (2008), “Reorganization is usually feared, because it means
disturbance of the status quo, a threat to people’s vested interests in their jobs, and an upset to
established ways of doing things” (p. 2). That being said, it is important to emphasize that all
comments and concerns deemed legitimate by the PIT will be reviewed and addressed by the
team. This can include media, public, Board or Council inquiries into questions or concerns
surrounding employment equity, intercultural communication and cultural sensitive
investigations to name but a few. For learning purposes, the PIT and I must seek and obtain
feedback taking the time to reflect, analyze and assimilate the implications from what the
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feedback is communicating. Ensuring, communication is ongoing and two way will further assist
in understanding and mitigating negative reactions from the stakeholders. In order to obtain the
support required for this OIP, internal and external communication must be designed and
implemented properly, which will be examined in greater depth under Communication Plan. A
key element of stakeholder input throughout the process is it allows them to have a voice at the
table for development purposes and more importantly, it facilitates explaining the benefits
associated to the change initiative for them, the organization and public they serve. In addition,
according to Cawsey et al. (2016), “Change recipients can develop support networks to facilitate
letting go and moving on if they know and understand the stages of change” (p. 243).
In order to build a better understanding of stakeholders and their positions surrounding
level of awareness or resistance, Table 3 provides a summary below.
Table 3
Analysis of Stakeholder Readiness to Take Action
Analysis of Stakeholder Readiness to Take Action
Predisposition to Change
(innovator, early adopter,
early majority, late majority,
laggard)
Stakeholder

Aware

Interested

Current commitment Profile
(resistant, ambivalent, neutral,
supportive or committed)
Senior Leadership
Staff Males
Staff Females
Police Services Board
Members
Municipal Council
Public

Innovator/committed
Late majority/neutral
Early adopter/supportive
Early adopter/committed
Early adopter/supportive
Early majority/supportive

Desiring
Change

Taking
Action

x
x
x
x
x
x

Note. This table provides an analysis of stakeholder’s readiness to take action and ensure that
Service X is prepared to promote an inclusive and progressive thinking environment for a change
initiative. Adapted from Cawsey et al. 2016, p. 205.
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Personnel, Time and Additional Resource Requirements
The case with any new initiative(s) requires the allocating of appropriate personnel, time
and resources. In respect to this OIP and implementing the solutions outlined in Chapter 2, a
formal business case will be required. Although this OIP will discuss monitoring and evaluation,
the PIT will further delve deeply into the benchmarking, performance measures and analytics,
which may change as this continues to develop. The composition of the PIT consists of five key
resource personnel who have been chosen for their experience and demonstrated commitment in
addressing the issues associated to this OIP. Some of their roles and responsibilities related to
this OIP are provided in Table 4, however in order to mitigate costs any additional tasks
associated to this OIP, already fall within their current duties.
The only new person and significant cost is associated with the creation of an EDIC. As
outlined in the previous chapter, this will require Board approval, as I will be recommending one
additional FTE over my authorized strength resulting in an additional cost of approximately
$126,350.69 to my base budget. Further additional resources include technology software and
programs necessary for members of the PIT, which are already in place for this initiative.
Although the EDIC responsibilities afford a fulltime commitment, the other members of the PIT
will have to adjust their time accordingly for day-to-day operations and weekly PIT meetings.
The PIT members can easily facilitate this, as they are in a leadership (Inspector), supervisory
(Sergeant) or fulltime stand-alone (Research Analyst or Public Information Officer) position
within the organization, allowing for more timetable flexibility. A complete illustration of the
PIT members including title, how many (number), along with their roles and responsibilities are
provided in Table 4 on the next page.
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Table 4
Project Implementation Team (PIT)
Title
Operational
Support Branch
Inspector

Number

1

•
•
•

•

Recruiting and
Training Unit
Sergeant

•
1

•

•

Research Analyst
1

•
•
•
•
•

EDI Coordinator
1

•
Public
Information
Officer

1

•
•
•

Role/Responsibility
Project Implementation Team (PIT) lead and manager
On-going Senior Command involvement
Liaises with senior command officers, platoons
commanders, section supervisors and managers of
related departments with the municipality
Overall administration of training and recruitment for
the Service
Act as point of contact for all frontline members and
external stakeholders through the change initiative
Assist in the development of any initiatives which would
enhance the image of the Service within the community
relative to recruiting
Tracks data and provides analytics surrounding EDI
initiatives and related internal and external surveys
Manages the flow of the change initiative in consultation
with EDI Coordinator
Evaluate OIP upon implementation
Provides Association (Union) representation
Point of contact for course content and development
Serves as a change agent and influencer to provide
strategies, solutions and training on EDI
SME on principles surrounding employment equity,
intercultural communication, diversity and inclusion
SME in dealing with media and messaging
Multiple police agencies consulted throughout the
development of resources and media materials/content
Aid in development of training materials and online
social media platforms for communication purposes

Note. The information above provides details on the roles and responsibilities of the Project
Implementation Team for the purposes of this OIP.
Suggested by Dudar et al. (2017), four structures must be in place for collaborative teams
to be effective and of particular importance is structure two, that speaks about providing
sufficient time within a timetable. As per the Collective Agreement of Service X, members are
afforded three In-Service training days per year. The first day (Spring) is dedicated to academics
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including new case law, legislated updates, community stakeholder presentations and greetings
from the Chief.
Any formal training provided by the EDIC or guest (SME) speakers will be scheduled
during the first training day of every year. This will further allow me the opportunity to
communicate the need for change and importance of said training, emphasizing senior command
involvement and support.
Potential Implementation Issues and Limitations
Potential issues and limitations will undoubtedly surface as the plan is implemented and
transition occurs. Funding is a minimal risk due to the reinvestment of resources in developing
and training our members however, some senior command officers and NCO’s might try to
divert efforts to competing projects and initiatives. This relates to the primary limitation
associated to this OIP, surrounding the likelihood that not all members of Service X will accept
and support the changes. Kotter and Schlesinger (2008) provide four common reasons why
people resist change, however the two most related to this OIP will be, “parochial self-interest”
and “low tolerance for change” (p. 3).
In order to mitigate the former, members will be trained and educated using empirical
data associated to a meta-analysis confirming that female officers are less likely to use force then
men (Bolger, 2015) and that men officers are significantly more likely than women to engage in
police misconduct (Maher, 2010). Although this last study, surrounding police misconduct used
a sample group of all females, which clearly provides a study limitation. Finally, no research
indicates that women lack the abilities or cannot equally execute the duties of a police officer.
Providing Service X statistical information related to these concepts will emphasis some of the
benefits associated to increasing female numbers and partnering with a female officer. These
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include potential reductions in public complaints, use of force and an increase in behaviours
associated to community policing.
The latter resistance of low tolerance for change is associated to some of the more senior
officers (all ranks) who are rather set in their ways. Once again, facilitating information provided
above in conjunction with Kotter and Schlesinger’s (2008) first three methods of dealing with
resistance, “1. Education + Communication, 2. Participation + Involvement and 3. Facilitation +
Support” (p. 7), will help to minimize resistance and potentially change some of the archaic
beliefs and attitudes, but a few will undoubtedly refuse to accept the change.
This change implementation plan aims to increase female recruits and effect
organizational change in reducing gender barriers, biases and stereotypes by providing members
with appropriate training and resources. Utilizing Service X’s strategic priorities to guide the
goals and objectives with enhanced oversight and accountability provided by the EDIC and PIT
will ensure momentum throughout the change plan process. Measurement and control processes
are required as the change shifts from planning to implementation. These processes play a
critical role in guiding change and clarifying expected outcomes. They are expanded upon in the
next section of monitoring and evaluation.
Change Process Monitoring and Evaluation
Developing and monitoring an evaluation plan for tracking change is a critical component
of this OIP. Measurement surrounding strategic objectives, initiatives and key performance
indicators will be required as the change shifts from the planning to the actual implementation
phase. Measurement matters and according to Cawsey et al. (2016), “What gets measured affects
the direction, content and outcomes achieved by a change initiative. Measurements influence
what people pay attention to and what they do” (p. 340). The information collected and analyzed
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will further guide change progress, direct corrections and successfully conclude the change
initiatives. This process will further assist change agents by clarifying the expected outcomes
while enhancing accountability and oversight.
Challenge of Measuring Culture
The goal of this OIP is to increase the amount of female recruits applying to Service X
while further providing organizational cultural change for enhanced gender equity, diversity and
inclusion. Subsequently, one of the most challenging limitations associated to this OIP is the task
of assessing culture and having a standard tool or lack thereof to assess and achieve this aim. To
this end, the research completed by Taras et al. (2009) has been helpful through their review of
approaches, challenges and limitations based on the analysis of 121 instruments for quantifying
culture. They further postulate that to develop a model which effectively and efficiently captures
all the aspects of a complex phenomenon such as culture, is extremely difficult. Although the
science of cultural measurement may not be quantitatively proven, it is still achievable.
According to Taras et al. (2009), “The examination of the instruments in our analysis revealed
that self-report questionnaires have been the most popular and virtually the only tool for
quantitative measurement of culture” (p. 364). As a result, many of the objectives and key
performance indicators along with analysis will have both quantitative (Statistics Canada) and
qualitative (surveys) components for measurement and evaluation purposes contained within this
OIP. A combination of these data components will provide for a more holistic analysis that will
allow for deeper insight, while further credibility and validity is gained through triangulation.
Bennett’s Hierarchy for Evaluation
As a government policing organization, Service X is very accustomed to the monitoring
and evaluation process. Many of our grants such as Proceeds of Crime, Civil Remedies and
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Community Safety and Policing, require provincial interim performance measure reports in order
to continue funding. This ensures that the program is effective and is accomplishing its
objectives in the timeframe outlined. If performance indicators are not met, then either the
program will be changed or the funding cancelled.
These same principles shall apply for this OIP, as I will no doubt have to justify
the continuation of funding for recommended interventions and programs through Board reports
and our Strategic Business Plan. In order to assist with measuring and evaluating incremental
change during this OIP, I shall be incorporating an adaption from Bennett’s hierarchy of
evidence for program evaluation. (Bennett, 1975). The model provides a progressive approach to
tracking, monitoring and evaluating change within Service X.
Bennett’s hierarchy contains seven sequential steps including input, activities,
participation, reaction, KASA (knowledge, attitudes, skills and aspirations) change, practice
change and finally end results (Morford et al., 2006; Radhakrishna & Bowen, 2010; Rockwell &
Bennett, 2004). By utilizing this framework, the monitoring and evaluation of the interventions
and overall OIP can be completed using the same model. One of the unique aspects of this model
is that the first four steps focus on process evaluation, while the last three steps focus on outcome
or impact evaluation, providing a combination of both.
The monitoring and evaluation framework is based on its objectives, subsequently the
change focuses on improving the current Constable Selection System (CSS) for physical fitness
testing being used by Service X and the enhancement of police officer training in regards to
gender equity, diversity and inclusion. Therefore, the two main objectives of this initiative are:
(a) to increase female recruits and gender composition of Service X and (b) to improve
organizational culture by increasing training through equity, diversity and inclusion, while
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ensuring mechanisms are in place to enhance accountability and oversight in the aforementioned
areas. The continual monitoring and evaluation of this program will be based upon the strategic
objectives stated above. By exhibiting how the program is either successfully or unsuccessfully
obtaining its goals and priorities, will further provide direction surrounding future decisions in
planning, delivery and sustainability.
In accomplishing the first component, monitoring of the overall program will require
tracking the development, implementation and day-to-day functions as it evolves over time. This
task will be completed in collaboration with the EDIC and PIT. Towards accomplishing the
second component, evaluation of the overall program will be completed on an annual basis for
the entire organization in order to make program wide changes. However, weekly meetings
scheduled by the PIT will produce current updates on performance measures, providing more
timely evaluation and any enhancements required in order to meet objectives. To evaluate
accomplishing the programs two main objectives, Appendix F depicts the ascending levels of
hierarchy the program should be transitioning through during its implementation. Bennett’s
Hierarchy provides guidelines, timelines (short, intermediate, long-term) and milestones while
further describing how each level is attained through evidence based success or failure.
As depicted in Appendix F, Bennett’s Hierarchy Evaluation chart, the evidence
measurement column illustrates that many different tools of measurement will be used to
validate or invalidate the performance indicators (exhibited under event initiative descriptors) as
we progress through the seven sequential levels of the model. My OIP will measure and evaluate
progress through various surveys including internal/participant and external/stakeholder, as well
as data collected from current databases such as Organization Scheduling and Logistics (OSL),
Records Management System (RMS) and performance appraisals. Various external data,
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obtained from their respective organizational databases and statistical annual reports (Special
Investigations Unit, Office of the Independent Police Review Director, comparator police
services and Statistics Canada) will be utilized. These internal and external resources will further
provide a baseline for comparative purposes in respect to other police services including those of
similar size to Service X.
As an example, Oraclepoll Research just completed a community policing survey report
on December 7, 2020 for Service X in preparation of developing our 2021 – 2024 Strategic
Business Plan. This public opinion survey consisted of a study sample size containing 500
community area residents who were interviewed by telephone. The objective was to gauge the
opinions of local residents on a series of issues related to policing in the community. In respect to
my OIP in providing a baseline, agreement ratings were lower for doing a good job in promoting
practices to ensure a gender balance at 47%, and being committed to diversity and inclusion in
the workplace at only 46%.
PDSA Cycle
Finally, in connecting back to my framework for leading the change process, my BCF
along with the PDSA model, Plan, Do, Study, Act for effective change management, connect on
various stages and provide an overall framework for developing, testing and implementing
changes for improvement. The PDSA integrates specifically with the Change Path Model
component of my BCF, within both the awakening and institutionalization phases where
evaluation is tracked and measured. In the awakening phase, it is used to establish baselines and
to incite the need for change. In the institutionalization phase, to adjust the change process
accordingly in order to achieve objectives and bring new stability to Service X.
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The Study step of the PDSA model emphasizes the collection of data in respect to the
measurable outcomes, which were determined in the Plan step. One then re-collects the same
data after implementation for analysis purposes. According to Donnelly and Kirk (2015), “In
essence this is about studying or analyzing your data and the process itself” (p. 280). Although
each member of the PIT will have different tasks in achieving their portion of the objectives,
they will collaboratively contribute towards achieving the organizational strategic objectives
associated to this OIP. In addition, the Act step will require the PIT to adjust accordingly the
event initiative descriptors, potentially modifying implementation tools and processes along the
way in planning the next cycle and deciding whether the change can be implemented. Process
depicted in Figure 3.
Figure 3
PDSA Cycle

Note. The information provided in Figure 3 exhibits the four steps contained within the PDSA
cycle as depicted in the model. Adapted from National Health Service (2018).
This model is further congruent with my leadership approaches as articulated in Chapter
2. According to Moen and Norman (2009), the PDSA, “Provides a simple way for people to
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empower themselves to take action that leads to useful results in the pragmatic tradition of
learning” (p. 10). This portion aligns with one of the fundamental characteristics of
transformational leadership in setting up to empower followers and nurture them in change
(Northouse, 2019). In addition, a collective vision to enhance gender equity, diversity and
inclusion while changing behaviours associated to organizational culture will further require a
team or collective leadership approach. To this end, Moen and Norman (2009) indicate that the
PDSA, “Facilitates the use of teamwork to make improvement” (p. 10). Subsequently, collective
leadership which enables collaboration within a team, will be required if the PIT wishes to
achieve deadlines, action items and milestones as outlined above in the Bennett’s Hierarchy for
Evaluation.
In conclusion, the monitoring and evaluating change process ensures that the
interventions are accomplishing their objectives. The recommendations and suggestions garnered
from this component of my OIP, will inform the direction and future of the program. It will
further ensure that we do not drift away from the initial strategic objectives. The alignment of the
interpretive paradigm shapes monitoring and evaluation by acknowledging personal, cultural and
historical experiences. Bennett’s fifth hierarchy level specifically monitors and evaluates
knowledge, attitudes, skills and aspirations (KASA), appreciating the importance of shared
learning and shared understanding when there are attitudinal or cultural shifts required. Using
communication as a tool to provide stakeholders information is critical. The importance of
developing a robust communications plan will be elaborated upon in the following section.
Plan to Communicate the Need for Change and Change Process
Developing a plan to communicate the need for change and the change process is a
critical component of this OIP. This section will further describe how the need for change will be
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strategically communicated within Service X during the implementation process connecting it to
my implementation plan. We must develop a shared understanding across the Service of the need
for change, change actions, individual roles and action items within the change. This
communication plan will consider both individual and organizational needs and goals as it: (A)
creates the need for change within Service X; (B) empowers individuals to understand how the
change will affect them; (C) communicates structural or job modifications that may alter how
things are done within the Service; (D) keeps all members informed about the change progress
(Cawsey et al., 2016). By providing examples of communication strategies, methods and tools,
the importance of communication is reinforced throughout the organizational change.
Building Awareness of the Need for Change
The goal in developing this OIP is to increase the total percentage of female recruits
applying to Service X to the provincial average of approximately 22% (Statistics Canada, 2018),
while further providing organizational cultural change for enhanced gender equity, diversity and
inclusion. Subsequently, all stakeholders need to be apprised as to the need for the organizational
change. According to Klein (1996), “Many organizational participants are only vaguely aware
that changes are taking place and the ambiguity surrounding these changes provides a fertile
ground for rumours, anxiety and ultimately resistance” (p. 32). In order to mitigate this from
occurring, and in being congruent with collective leadership, all members across the Service will
be required to understand the need for change and rational for interventions.
Board and Senior Executive Officer Awareness
The organization’s PESTE Analysis and Recent Societal Attention described in greater
detail within Chapter 1, along with the empirical data gleaned from Statistics Canada will exhibit
the gap between where the organization currently operates and the future desired state, where
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Service X meets or exceeds the provincial and national levels of female officers. These reports
clearly demonstrate the need for improvement and will act as communication tools in building
awareness at this level.
The last year (2020) has brought about a reckoning for many police services as pervasive
and systemic gender discrimination has been exposed. Reports including, “Broken Dreams
Broken Lives: The Devastating Effects of Sexual Harassment on Women in the RCMP”
(Bastarache, 2020), and the, “Report of the Ontario Civilian Police Commission: The Windsor
Police Service and the Windsor Police Services Board” (Tribunals Ontario, 2020), will further be
used to increase awareness and to demonstrate the need for commitment by Service X in
implementing solutions for change.
The distribution of these internal and external reports throughout all levels of Service X
will be combined with presentations by myself (Chief of Police) to the Police Services Board,
Council and senior executive officers. Ensuring that leaders in these respective groups are fully
aware of the gravity associated to these interventions, enhances the likelihood of support and
approval. Communicating this issue through the lens of risk management (mitigating) and
organizational benefits will further assist in senior executive officer awareness. The
communication must include the risks associated to Service X if the status quo were to remain
(doing nothing) in respect to our members, the community (lack of public trust) and
organizational reputation. Senior executive officers understand the need associated towards
decreasing this risk and liability.
In order to prepare for communication with these decision makers, it is important to
anticipate potential questions. The importance surrounding “why” has been articulated above
however, further questions from these groups will undoubtedly surround costs associated to the
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change and interventions as well as the time projected for implementation. They will further
want to know how change will be measured to either, substantiate or refute organizational
improvement. To this end, providing the monitoring and evaluation plan developed in the
previous section will be of great assistance.
Rank and File Awareness
Communication across the entire organization is the responsibility of the change leaders
and agents associated with this OIP. The dissemination of internal and external reports described
above may work for the target audiences of the PSB, Council and senior executive officers, but
that may not be the case for the rank and file. Subsequently, one cannot assume that these
members will have access nor the time or interest to read these reports. Members that work in
general patrol, traffic, criminal investigations, professional standards, drugs or intelligence are
some of the busiest in the organization, but also the crucial recipients for the successful
implementation of this OIP. Obtaining their buy-in, support and ensuring they understand its
relevance and importance will increase the potential for success in respect to organizational
change. As a result, alternative methods of communications and information sharing in order to
build awareness for this group must be considered and implemented.
In the spirit of building awareness, I examine both informal and formal modes of
communication. The informal mode to build awareness requires the use of current technology
through the medium of our internal website, E-mails, memos or dissemination of survey
feedback. The formal modes will be conducted by more face-to-face communications and
achieved by supervisor interaction through performance appraisals (status update every six
months), and In-Service Training, conducted annually. These latter approaches are more
effective and according to Klein (1996), “Of particular relevance to the argument that we will
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make regarding a communication strategy is that face-to-face communication in a group context
can be a powerful force in the service of a successful change” (p. 35).
In addition, the creation of the EDIC and PIT will require the development of job
descriptions and official job postings, which will further communicate the commitment of the
organization from senior staff and its importance from the onset. As is the case with building
awareness with the Board and senior executive officers, current events through social media have
been brought to the forefront of the rank and file. Consequently, many members throughout
Service X are aware that there is a need for change surrounding these issues and are awaiting
organization wide direction as to what change(s) will look like and how it will affect them.
Some members will be more receptive to the changes then others, however along the
same lines as the Board and senior executive officers; I must be prepared to field questions and
concerns posed to me at the In-Service training. As stated earlier in this OIP, the primary concern
I suspect will surround how the change will affect their daily work and what advantages are there
for them to endorse and embrace these changes. It is imperative in building awareness and
garnering support that the changes prescribed inform and educate the officers of the benefits and
additional tools/resources it will provide them to assist in being more effective in executing their
duties and tasks. This will further be communicated with the development (by the PIT) and
dissemination of brochures and pamphlets. The ability for members to communicate and interact
with the PIT to assist in developing and planning, as well as fielding additional questions or
concerns as they may arise, will further help gain support for organizational change.
Communication Plan
In addition to building awareness as discussed above, a communication plan will be
required to organize and facilitate the change components associated with this OIP. A critical

87
component connected to both building awareness and this plan is the concise and continuous
communication to both internal and external stakeholders, as we progress through the
implementation plan of this OIP. According to Cawsey et al. (2016), “A communication plan has
four phases: (a) prechange approval, (b) creating the need for change, (c) midstream change and
milestone communication, and (d) confirming/celebrating the change success” (p. 320). Multiple
communication strategies are interconnected throughout the different phases of the change
process, as the focus and purpose adopts at each step to meet the needs of different stakeholders.
This is depicted below in Table 5.
Table 5
Communication Needs for Different Phases in the Change Process

•

•

•
•

Communication Needs for Different Phases in the Change Process
Including Timelines
Prechange Phase
Developing the Need
Midstream Change
Confirming the
Short –term
for Change Phase
Phase
Change Phase
(0 – 1 year)
Short-term to
Intermediate
Long-term
Intermediate
(1 – 2 years)
(3 – 5 years)
(0 -1 year)
Communication
• Communication plans • Communication plans • Communication
plans to sell
to explain the need for
to inform stakeholders
plans to inform
Board/senior officers
change, provide
of progress and obtain
stakeholders of the
and initiate the
rationale and
feedback on attitudes
success, new
change.
continuously
and issues to
policies, procedures
communicate with
challenge any
and resources,
Linking change to
PIT, stakeholders and
misconceptions and
structures in place
Service X (2021senior officers (re:
clarify roles,
organizationally
2024) Strategic
roles, responsibilities
structures and
while preparing
Business Plan
etc...)
and
updates.
systems.
organization for the
How is the change
next change.
• Recognize and
identified and who is • Develop brochures,
pamphlets and
celebrate milestones
• Recognition through
responsible?
surveys.
as well as review
Chief
Use PESTE analysis
survey feedback from
Commendations and
to assist with change • Create EDIC
In-Service
training
Board Citations.
needs.
• Website updates
and performance
appraisals.

Note. Communicating different change phases including timelines. Adapted from Cawsey et al.
2016, p. 321.
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Although the communication plan as described in Table 5 provides a template for the
four phases proposed by Cawsey et al., the communication strategy must be congruent and
interconnect with my organizational change model. As outlined in Chapter 2 (Figure 1),
contained within each step of my Blended Change Framework (BCF), communication is of the
utmost importance in order to transition from one phase to the next. In merging the
communication plan with the BCF, they connect upon all four stages. Figure 4 (below) provides
a graphic outline and summary of the communication plan as it relates to the BCF.
Figure 4
Combined Communication Plan and BCF

Note. The communication plan entrenched into the BCF exhibiting how communication works in
each of the steps outlined in Chapter 2 regarding how to change. Image adopted from (Adenle,
2016).
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The first step of the communication plan requires all stakeholders, both internal and
external, to understand the reason and rationale for the change. The change and interventions
require approval at the Board and senior executive officer levels, upon which the communication
will shift and focus on the membership. Building and receiving approval surrounding the need
for change satisfies the awakening phase of the BCF. Communication of the commencement of
this change will be sent out through internal E-mails for monthly crime analyst reports in respect
to Statistics Canada, results from public survey surrounding development of the new strategic
plan including the four new strategic priorities of said plan and through internal website postings
in respect to Police Service Board reports and recruitment. This will be completed within the first
six months (see Appendix G). Members throughout the organization will become cognizant of
the issues surrounding gender equity, diversity, inclusion (EDI) and recruitment. The awaken
phase contains components of both the Prechange and Developing the Need for Change portions
of the communication plan.
The second step of the BCF requires mobilizing the members and systems towards
reaching the vision or desired state. Throughout this stage, continuous weekly communication
with the key stakeholders and change agents including the EDIC, members of the PIT and senior
executive officers will be required. Much of the roles and responsibilities for each PIT member
will differ throughout the implementation of change. In order to align strategic objectives and
hold PIT members accountable for action items, communication will be accomplished through
E-mails and weekly meetings. The Inspector (Team Lead) assigned to the PIT can further
provide Executive Command Staff with monthly updates at the weekly Executive Command
Staff meetings. Finally and on a more informal basis of communication, members of the PIT will
be able to provide additional support to all members and external stakeholders in respect to
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questions or concerns surrounding training, recruitment and procedural changes. Through these
conversations, they will be able to emphasis the new cultural values surrounding gender EDI.
The mobilizing phase contains components of the Developing the Need for Change and
Midstream Change portions of the communication plan.
The third phase of the BCF maintains or accelerates the momentum for change by
celebrating gains, empowering, developing and encouraging others. In respect to communication
during this phase, it is important that the members are aware of the progress, short-term wins
adopted throughout the various change phases and how these changes affect their jobs. In
addition, leadership and the PIT need to obtain feedback regarding the acceptance of the changes
and the attitudes of all stakeholders (Cawsey et al., 2016). Milestones, such as the development
and implementation of a new constable selection system fitness test or equity, diversity and
inclusion training will be communicated through E-mail, In-Service Training, monthly Board
meetings, Board Citations, Chief Commendations and on our website. To ensure that members
are empowered, actively participating and developing the change as it progresses, the PIT on an
annual basis will disseminate internal and anonymous surveys for feedback through our internal
E-mail system. This is further congruent with my team/collective leadership approach applied to
this OIP. In addition, immediate supervisors will facilitate two-way communication during semiannual performance appraisals to encourage feedback loops that allow questioning and
encourage how members are experiencing the change. This is important to ensure that
momentum is maintained and organizational confidence remains high. The accelerating phase
contains components of the Midstream Change and Confirming the Change portions of the
communication plan.
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The fourth and final phase of the BCF ensures that the change(s) is embedded into the
organization for a long term and that the change is anchored into the organization’s DNA
creating a new organizational culture. The final step of the communication plan during this phase
is to confirm the change phase. This step aligns with my transformational leadership approach
and specifically, both team and individualized considerations where progress and contributions
are celebrated which reinforces commitment to the change. All members will be required to
complete the training, which will be confirmed by the Training Unit, including the PIT through
their training records and internal tracking system. Members will be notified through E-mails and
verbal communication by their direct supervisors of any outstanding training requirements.
Conversely, all members will be recognized for completion of assigned training during their
semi-annual performance appraisals where it will be reflected in the Learning and Development
portion of the appraisal. This component captures new learning and development obtained to
support achievement of performance for career short and long-term goals. Additionally, external
presentations will be provided at municipal council and town hall meetings to recognize the
accomplishments of the change, which will close the loop having initiated this (municipal
council, town hall meetings) at the start of the change plan.
To further support the institutionalization of this change, the communication surrounding
additional resources and changes to policies and procedures will have to be clear, concise and
formal. Subsequently, these changes will be captured and disseminated through E-mail, Routine
and Standing Orders on formal official letterhead. Finally, during this last communication phase,
although change is never finished, the PIT members will conduct reflective learning sessions
during their weekly meetings to assess successful strategies and consider improvement for the
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next change cycle. The institutionalize phase contains components of the Confirming the Change
portions of the communication plan.
Both building awareness surrounding the need for change and a solid communication
strategy are equally important to affect change. We learn rather quickly in the policing
profession that communication and words are actually very powerful. The use of a variety of
communication methods as outlined in this communication plan will increase the amount of
stakeholders who are reached and connected throughout this change process. Additionally, by
adhering to a well-developed and concise communication plan decreases the probability of
miscommunication and further builds trust and confidence through transparency of the message
and change implementation.
Chapter 3 Summary
Chapter 3 has provided some of the most practical components of this OIP, including
implementation, communication, monitoring and evaluation. The implementation segment of the
chapter emphasized and outlined the personnel, time and additional resources required to obtain
the goals for the planned change. This was further facilitated by aligning the goals with my
strategic business plan priorities. The old cliché, “What gets measured, gets done,” provides a
segue into the next component of monitoring and evaluation. This portion of the chapter allows
for progress measurement and outlines what quantitative and qualitative measurement devices
are going to be used in order to evaluate the change. Finally, the communication plan ensures
that all stakeholders are kept apprised by multiple methods of communication throughout the
different phases of the change process.
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Next Steps and Future Considerations
There are several next steps, which will be pursued in order to ensure the continuation of
this OIP. Some of these include the ongoing evaluation and monitoring of the implemented
solutions, attention to current research and the need to continuously prepare members of Service
X for change. We must concentrate on continually examining the constable selection system and
revising these standards to more accurately reflect the physical demands of the job, while
persistently working on changing the historical traditional policing culture to ensure that new
structures, policies and procedures infuse the desired future state philosophy into their essence.
Other areas that require further development and proactively work towards creating the
conditions that facilitate the future desired state; include strong leadership and an organizational
wide commitment. As a Chief of Police, I have learned that I will not be able to please everyone
however, as a transformational leader, I have a responsibility to try and change the systemic and
entrenched gender stereotypes, biases and barriers towards females that are still evident in some
police officers and police processes.
To this end, additional next steps include the eventual development of a sponsorship or
formal mentoring process for female officers at Service X. In the policing profession having a
strong coach officer, mentor or role models are important in the career track and success for any
officer. I humbly make this statement from my own personal career experience. Currently and
unfortunately, Service X does not have enough females within their rank and file, including the
NCO’s or senior officer ranks to accomplish this. By implementing, the solutions contained here
within, this may no longer be an issue and we will be able to reach into all areas and ranks of
Service X in order to connect females with female mentors for greater success in their respective
careers.
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Towards accomplishing this next step, an additional leadership approach may be
examined and considered; to further assist facilitating the next cycle OIP related changes. In
conducting the research for this OIP, I had considered selecting a rather new standard of ethical
leadership, which the authors have labelled as transformative leadership. This leadership
approach describes how moral leadership, from a multitude of former leadership models, can
increase the trust of followers and increase their commitment to the leader while enhancing
stakeholders, community and society as a whole (Caldwell et al., 2011).
Both transformational and transformative leadership theories share some common roots
however, the latter according to Shields (2010), “…begins with questions of justice and
democracy, critiques inequitable practices, and addresses both individual and public good” (p.
558). These tenets clearly foster a multi-sectoral holistic approach; one that works with
community partners which are closely connected through the shared goal of identifying and
restructuring frameworks that generate inequity or disadvantage. Subsequently, transformative
leadership as it relates to gender equity, diversity and inclusion is a strong approach for future
consideration.
Finally, advancing and increasing gender equity, diversity and inclusion along with the
organizational culture in this regard, should not be seen or tackled as a series of short-term
solutions. As we know, cultural change of an organization or profession takes time and effort
(Schein, 2017). These issues were not created overnight and are not just specific to policing, but
are further observed at a societal level as well. As a result, a long-term commitment to engaging
with gender issues both in the policing profession and beyond will be required.
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OIP Conclusion
In conclusion, females make a significant contribution to modern day policing and the
next steps in recruiting and maximizing female inclusion within the profession as stated above
will require system, information, behavioural and attitude changes. The last one, time alone may
assist, but time is a slow and costly change agent. The research associated to this OIP is only the
first step in a long road towards gender equity, diversity and inclusion within Service X and the
policing profession. Both internal and external stakeholders will need to continue towards
establishing and maintaining strong partnerships. Through these local, provincial and national
partnerships, policing can collaboratively work towards a more consistent and multi-sectoral
approach in addressing these issues.
As a leader in Service X, I have to confront the fact that our police culture needs to
change to better reflect the needs of Ontarians as we head into the third decade of the 21st
century. The first step is through acknowledgment of the issues by way of this OIP, which
validates the impact it has had on Service X (police profession as well) and creates a pathway to
rebuild trust within the membership and community. The broader vision of this OIP, extends
beyond Service X and the hope is that it can provide a guideline or best practices for other police
services in creating a framework towards increasing and supporting females in policing.
These are not easy topics to discuss and even more challenging to address and resolve,
however we must choose courage over comfort (status quo) and as Sir Winston Churchill once
said, “Success is not final, failure is not fatal, it is the courage to continue that counts” (Juma,
2020). Through transformational and collective/team leadership, we are committed to this
cultural shift/transformation by implementing this OIP and embodying the values our
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communities expect from their police. These include community based policing, relationships,
transparency, accountability, equality, diversity, inclusion and trust.
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Appendix A: Service X 2020 Organizational Chart

Adapted from Service X (2020). 2019 Annual Report, p.16 -17
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Appendix B: Concept Map

Created and adapted from authors program course work
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Appendix C: Service X Organizational Readiness for Change

The purpose of this tool is to raise awareness concerning readiness for change.
Service X’s results are provided below.
Instructions for scoring: Using the change initiative or process, consider the
questions in the following chart. If the response is "yes", apply the corresponding
score (+1, -1, etc.). If the response is "no", apply a score of "O".
Readiness Score: If Service X scores below a rating of 10, it is not likely ready for
sustained change and the change will be difficult. The higher the score, the more
ready the organization is for change. Use the scores to focus attention on areas that
need strengthening in order to improve the readiness.
Previous Change Experiences
Readiness Dimensions
1. Has Service X had generally positive experiences with change?
2. Has Service X had recent experiences where the change initiative
was not sustainable?
3. What is the mood of Service X: negative and cynical?
4. What is the mood of the Service X: upbeat and positive?
5. Does Service X appear to be resting on its laurels?

Readiness Score
If yes, score +1
(+1)
If yes, score -1(-1)
Score 0 (0)
Score +1(+1)
Score 0 (0)

Executive Support
Readiness Dimensions

Readiness Score

6. Do all staff view the senior leaders as supporting/sponsoring the
change?

Score +2 (+2)

7. Is there a clear picture of the future?

Score +1 (+1)

8. Is executive success dependent on the change
occurring?

Score +1 (+1)

9. Have the leaders ever demonstrated a lack of support
during prior change initiatives?

Score -1 (0)
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Credible Leadership and Change Champions
Readiness Dimensions

Readiness
Score
Score +1 (+1)

10. Are senior leaders in the organization trusted?
11. Are senior leaders able to credibly show others how to achieve their
collective goals?

Score +1 (+1)

12. Is Service X able to attract and retain capable and respected
change champions?

Score +1 (+1)

13. Are middle managers (Staff Sergeants) able to effectively link
senior leaders with the rest of Service X?

Score +2 (+2)

14. Are senior leaders likely to view the proposed change as generally ·
appropriate for Service X?

Score +2 (+2)

15. Will the proposed change be viewed as needed by senior
leaders?

..

Score +2 (+2)

Openness to Change
Readiness
Score
Score +1(+1)

Readiness Dimensions
16. Does Service X have scanning mechanisms to monitor the
environment?
17. Is there a culture of scanning and paying attention to those scans?

Score +1(+1)

18. Does Service X have the ability to focus on root causes and
recognize interdependencies both inside and outside the
organizations boundaries?
19. Does "turf' protection exist in Service X?

Score+1 (+1)

Score -1(-1)
Score -1(0)

20. Are senior leaders locked into the use of past strategies, approaches
and solutions?
21. Are employees able to constructively voice their concerns or
support?

Score+1 (+1)

22. Is conflict dealt with openly with a focus on resolution?

Score +1(+1)
Score -1(0)

23. Is conflict suppressed and smoothed over?
24. Does Service X have a culture that is innovative and encourages
innovative activities?

.

Score +1
(+1)
-y
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25. Does Service X have communication channels that work
effectively in all directions?

Score +1(0)
Score +2
(+2)
Score +2
(0)

26. Will the proposed change be viewed as generally appropriate?
27. Will the proposed change be viewed as needed by those not in
senior leadership roles?
28. Do those who will be affected believe they have the energy needed
to undertake the change?

Score +2
(+2)
Score +2
(0)

29. Do those who will be affected believe there will be access to
sufficient resources to support the change?

Rewards for Change
-

Readiness Dimensions

30. Does the reward system value innovation and change?

Readiness
Score
Score+1 (+1)

31. Does the reward system focus exclusively on short-term results?
-

Score -1(0)

32. Are people censured for attempting change and failing?

Score -1(0)

Measures for Change and Accountability
Readiness Dimensions
33. Are there good measures available for assessing the need for change
and tracking progress?
34. Does Service X attend to all the data that it collects?
35. Does Service X measure and evaluate customer satisfaction?

Readiness
Score
Score +1
(+1)
Score +1
(+1)
Score +1 (+1)

36. Is Service X able to carefully steward resources and successfully
meet predetermined deadlines?

Score +1
(+1)
Total score:
28

Adapted from Cawsey, T., Deszca, G., & lngols, C. (2016). Organizational
change: An action oriented toolkit. Sage, p.108-110
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Appendix D: Constable Selection System Graph

Adapted from the Ontario Association Chiefs of Police (2020). OACP Constable Selection
System Chart.
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Appendix E: Service X 2022 Organizational Chart

Adapted from Service X (2020). 2019 Annual Report, p.16 -17
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Appendix F: Bennett’s Hierarchy for Evaluation

Time

Hierarchy
Level

Event Initiative Descriptors

Longterm
3–5
years

7. End
Results

• Increase female recruits applying to Service X
• Increase female representation within all ranks
and specialty units
• Policing viewed as gender and racial neutral
profession

Longterm

6. Practice
Change

Longterm

5. KASA
Change

Inter.
– term
1–2
years

•
4. Reactions

• Increase of female officers entering into
promotional competition (NCO’s and
Commissioned Officer ranks)
• Increase of female officers applying for
positions into specialty units (SWAT, Drugs, K-9
and Traffic)
• Decrease in Public Complaints
• Decrease in application of use of force options
• Increase in Community Policing initiatives
surrounding proactive preventive measures as
oppose to reactive traditional policing
• Decrease in SIU investigations
• Decrease in unfounded sexual assault invest.
• All members within Service X should have a
consistent baseline knowledge of EDI practices
and training
• There should be a decrease in systemic
barriers, biases and stereotypes associated to
gender for lateral and vertical movement
• Increased communication from females
wanting to pursue a career in policing
• Increased multi-cultural awareness for all
members
• More membership stakeholder engagement
External Community Service X Survey
• Increase in community confidence surrounding
Service X commitment to EDI and enhanced
approachableness
• Increase in community confidence surrounding
recruitment practices
Internal Service X Membership Survey
• Positive feedback on both levels of training
through In-Service and on-line
• Support for assistance provided with new EDIC
surrounding cultural sensitive investigations

Evidence
Measurement
• Statistics Canada
• Service
Comparator
Analysis
• Internal Records
Management
System (RMS)
• Office of the
Independent
Police Review
Director(OIPRD)
• Special
Investigations Unit
(SIU)
• Board Citations &
Chief Letters
• Performance
Appraisals
• Internal RMS
• Stakeholder Survey

• Community
Survey
• Course Evaluation
• Internal Service X
Survey
• Performance
Appraisals
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Time
Inter.
– term

Hierarchy
Level
3. People•
Involvement

Short
and
Inter. term

2.
Activities

Short
– term
0–1
year

1.
Inputs

Event Initiative Descriptors
Training
• All members including auxiliaries (approx. 250)
will receive minimum 1 hour, on-line training
annually
• All members including auxiliaries (approx. 250)
will receive minimum 1 hour, In-Service training
annually
• PIT members will receive more detailed training
through external SME’s
• EDIC will receive 1 week OPC EDI course
Development
• Ongoing consultation with community
stakeholders, external SME’s, IT services and
Executive Command Staff
Accountability and Oversight
• Board approval for EDIC
• Development of Project Implementation Team
(PIT)
• Audits to review policy and procedures
Resource and Training Development
• Identify and evaluate recruiting outreach
initiatives
• Develop and implement new CSS fitness test
• Develop an EDI strategy
• Research external SME’s for consultations
Staff Resources and Time
• 1 Inspector – Part-time (PT)
• 1 Recruiting/Training Sergeant – (PT)
• 1 Research Analyst – (PT)
• 1 EDI Coordinator – Full-time (FT)
• 1 Public Information Officer – (PT)
• Additional Supports
o Executive Command Staff – (PT)
o IT – (PT)
o SME’s – (PT)
Technology and Resources
• Survey and questionnaire analysis
• CSS fitness examination
• Online training portal and internal website
development

Evidence
Measurement
• Training and
Recruitment
Records
• Annual
Performance
Appraisals

• Board minutes
• Organizational
Chart (New for
2022)
• Annual Report
• Strategic Plan
(2021 - 2024)
• PIT quarterly
reports

• Internal Records
Management
System (RMS) and
Internal
Organization
Scheduling and
Logistics (OSL)
network

Adapted from Bennett, C. (1975). Up the hierarchy. Journal of Extension, March/April, p. 9
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Appendix G: Change Implementation Plan Aligned with Frameworks and Timelines

Timelines:
Short-term
Intermediate
Long-term
Short-term
(0 – 1 year)

Short-term
(0 – 1 year)

Short-term
(0 – 1 year)

Timelines:
Short-term

Change
Implementation
Plan
(Change Path
Model)
Awakening

Implementation
Plan Correlation
(Kotter’s Eight
Stage Change
Process)

Implementation
Plan Correlation
(PDSA)

Plan

Implementation Actions

1) Collect both internal and external data from multiple sources
and perspectives such as Statistics Canada and Records
Management System.
-Review organizational history, culture and strategic business
plan
-Complete a scan of the environment, both internal and external
-Research external SME’s for consultation purposes.
- Post on Website
- Confirm recruitment levels
3 times per year.

1) Confirm the
problems or
opportunities that
incite the need for
change (data
collection)

Establish a sense of
urgency.

Plan: Define the
problem and establish
objectives.

2) Articulate the gap
in performance
between present and
envisioned future
state as well as
spreading awareness
throughout the
organization.
3) Develop a
powerful vision for
change.

Establish a sense of
urgency.

Plan: Define the
problem and establish
objectives

2) Use PESTE analysis to assist with what needs to change.
- Use recent societal media attention and events.
-Clarify goals and measures to achieve targeted outcomes.
-Increase gender and diversity related measures with assistance
of Research Analyst

Develop a vision
and strategy

Do: Identify
strategies and
timelines.

3) Continue to create a powerful argument, demonstrating the
need for change is relevant and real.
-Assess the organizations readiness for change exhibited in
Appendix B.
-Establish a vision aligning with organizational strategic business
plan while engaging a broad spectrum of organizational
members.

Change
Implementation

Implementation
Plan Correlation

Implementation
Plan Correlation

Implementation Actions
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Intermediate
Long-term
Short-term
(0 – 1 year)

Short-term
(0 – 1 year)

Short-term
(0 – 1 year)

Short-term
while
transitioning to
Intermediate.
(1 – 2 years)

Plan
(Change Path
Model)
4) Disseminate the
vision for change and
its necessity through
multiple
communication
channels.
- Communication
Change Process Plan:
Prechange Phase:
Communication plans
to sell Board and
senior officers.
Mobilization
5) Make sense of the
change through
formal systems and
structures, leveraging
systems to reach the
change vision.
6) Assess power and
culture dynamics and
build coalitions to
support the
realization of change.

7) Communicate the
need to change
organization wide
and to stakeholders.
- Communication
Change Process Plan:
Develop the need for
change phase.

(Kotter’s Eight
Stage Change
Process)
Communicate the
change vision.

(PDSA)

Do: Identify
strategies and
timelines.

4) Share the results of the data collection through internal Emails and monthly crime analyst reports, including public survey
results for strategic business plan, which will be posted on
Service website.
-Education strategy to help others understand the change and
what is required of them.

Communicate the
change vision.

Do: Identify
strategies and
timelines.

5) Understand the formal and informal structures and systems
and how they can facilitate in propelling the strategies forward.
-Examine CSS process and implement new CSS fitness
examination.
-Audits to review current policies and procedures.
-Evaluate recruiting outreach initiatives.

Create a guiding
coalition.

Do: Identify
strategies and
timelines.

Create a guiding
coalition.

Do: Identify
strategies and
timelines.

6) Recruit members who have the KSA’s and influence to act as
change agents towards supporting change initiative and
implementation.
- Identify stakeholders both internal and external.
- Develop a Project Implementation Team of change agents and
get people involved.
- Analyze responses to change.
7) Keep rank and file involved in change decisions through
informed two-way communication.
- PIT able to provide support and field questions or concerns
surrounding training, recruitment and procedural changes.
Reassure and clarify change process steps.
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Timelines:
Short-term
Intermediate
Long-term
Short-term
(0 – 1 year)

Short-term
Within the first
year
(0 – 1 year)
while
transitioning
into
Intermediate.
(1 – 2 years)

Intermediate (1
– 2 years)

Change
Implementation
Plan
(Change Path
Model)
8) Leverage change
agent personality,
knowledge, skills and
abilities.

Acceleration

Implementation
Plan Correlation
(Kotter’s Eight
Stage Change
Process)
Create a guiding
coalition.

Do: Identify
strategies and
timelines.

Empower
employees.

Do: Implementation
of the initiative(s).
Collection of data and
begin analysis of the
data.

Empower
employees.

Study: Investigate
and analyze the data.

9) Systematically
reach out to engage
and empower others
in support, planning
and implementation
of the change. Help
them develop needed
KSA’s that will
support the change.
- Communication
Change Process Plan:
Midstream change
phase. Obtain
feedback on attitudes
and issues to
challenge any
misconceptions.
10) Use tools and
techniques to build
momentum,
accelerate and
consolidate progress.

Implementation
Plan Correlation
(PDSA)

Implementation Actions

8) Facilitate the change.
- Create a new EDI Coordinator position within Service.
- Collective and Team leadership used throughout PIT to provide
guidance and supports to Service in adapting to the change.
- Pamphlets and
Brochures.
9) Engage PIT and others in action planning and implementation.
-Develop plan of action for EDI formalized training during InService training, on-line and expand educational opportunities
for all members.
-Review survey feedback and actively listen to feedback from
training. This includes feedback gleaned from performance
appraisals.

10) Examine collected data and consider if key performance
indicators have been met.
- Analyze annual public complaints, use of force reports and SIU
investigations.
- Create an atmosphere that allows for mistakes.
- Highlight and reward progress.
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Timelines:
Short-term
Intermediate
Long-term
Intermediate
(1 – 2 years)

Long-term
(3 – 5 years)

Long-term
(3 – 5 years)

Change
Implementation
Plan
(Change Path
Model)
11) Manage the
transition; celebrate
small wins and the
achievement of
milestones along the
larger, difficult path
of change.
Institutionalization
12) Track the change
periodically and
through multiple
measures to assess
what is needed, gauge
progress toward the
goal, make
modifications and
mitigate risks.
13) Develop and
deploy new
structures, systems,
processes, policies
and KSA’s to bring
life and stability to
changed Service X.

Implementation
Plan Correlation
(Kotter’s Eight
Stage Change
Process)
Generate short-term
wins.

Implementation
Plan Correlation
(PDSA)

Implementation Actions

Study: Investigate
and analyze the data.

11) PIT and change leaders remain excited about change and
communicates wins often.
-Recognizing milestones through multiple forums such as
website, social media, internal E-mails and face-to-face
communications.
- Recognition through Chief Commendations and Board
Citations.

Consolidate gains
and produce more
change.

Act: Determine next
steps. Integrate all the
learning throughout
the process and
modify
implementation tools
or processes.

12) Monitor recruitment strategies and internal vertical and
horizontal increase movement of females in org.
- Correlate Service X data with comparator Services and both
provincial and federal statistics.
- Constantly monitor external environment.

Anchor new
approaches into the
culture.

Act: Determine next
steps. Integrate all the
learning throughout
the process and
modify
implementation tools
or processes.

13) Formalization of structures, policies and procedures.
- Rites and ceremonies associated with the change including
external presentations at municipal council and town hall
meetings.
- Development of a sponsorship or formal mentoring process for
female officers at Service X.
- Prepare for next change.

- Confirming the
change phase. Inform
stakeholders of the
success, new policies,
procedures and
resources now in
place at Service X.

Adapted from Cawsey, T., Deszca, G., & lngols, C. (2016). Organizational change: An action oriented toolkit. Sage, p.48-60
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